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The materials in this manual are designed to help

workshop leaders prepare for and present -a workshop for school board
members on the variety of variables that must be considered in the
course of developing board policy. In the course of the workshop,

board members are encouraged to develop str¥nger self-confidence as
policy makers and 1ncreased understanding o

their roles and the #

procedures involved in the policy-making process. The manual consists

‘of six sections: an introductiqn; three sections on planning,

presenting, and evaluatzng the workshop; a selection of resource .
materials; and a 'booklet for workshop participants. The discussion of
planning contalns information on the focus and scope of the workshop,
an overview of workshop presentation, the grouping of participants,

and familiarization with resource materials and equipment.
presentation section includes sequent1a1 descrlptlons of workshop _.
leader focuses for each activity, and instructions for

activities,

The

conducting the activities. The resource materials provideéd include a
paper on polrcy formation, a reprlnt ﬁf a published lecture on

‘Author/PGD)

d masters from which
_workshop _can be reproduced.
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These materials have been produced as_ part of "Keys to School Boardsmanship,”
L a project to develop new materials in boardsmanship educatlon for local school
board members. It is a joint effort among:

<

l\$he Association of Alaska School g%ards

0 The Idaho School Boards Association

o] The Montana Schopl Boards Association
N ) o] The Oregon Schooi Boards Association )
o . Qhe(Wéshiﬂgtdg state Jschool Directo;s' Association
. : o . The National School Boards Association //;

X . o The Northwest Regionai.EéucatiOnal Laboratory °*

)

Topyright (:) 1982 by the Northwest Regional Educatlonal Laboratory. nghrs
. to publication are held by exclusive agreement by the National School Boards

) . ' Association. .Copying or duplication by any means (print, electronic, etc.) is
? prohlblted, except by written authorlzatlon by the National School Boards
\’) Assocliation. . ' )
— These works were developed under Contract $#400-80-0105 with the WNational

Institute of Education, United States Department of Education. However, tpe'
content does not necessarily reflect the position or policy of that agency,
and no official endorsement of these materials should be inferred.
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' Prologue:
- ) This manual is one in 4 .series of thirteen developed by the Northwest Regional
Educational Laboratory (NWREL) as part of the "Keys to School Boardsmanshlp
project. o~

‘ [

The workshop programs resulting from the project are intended to help
4- . strengthen logal school boards through continuing education.
The workshops in the series have been thoroughly tested by NWREL staff and by
the staff of state. scheol board associations in Alaska, Idaho, Montana, Oregon
and Washington. These programs have been found to be extremely useful as
tools for strengthening continuing education services to school board members.

-, a -

The "Keys to School Boardsmanship” materials are now being piblished and

distributed by the National S Boards Association (NSBA). 1In addition,
/(Egg NSBA is developing a nationaf@fcenter designed to assist state associations
to make the best use of the material. 5 ;
J’

Thirteen manuals in the series now available from NSBA include:

o Board/Administrator Relations . ' '

o) Building Bridges: School Board Political Roles *

. r
o Communicating with the Community .
’ © 7 - . ’ -

o} Conflict: Alternatives to Blowing a Fuse

o Bffective School Board Meetings -

L d

o The Educational Managementﬂream ‘ . ’ ‘
x

o Policy Development C /7 .
| 4 -

o~ Policy is Power ‘ . ’

‘o  Program Evaluation: School Board-Roles - '

o. What Do School ‘Boards Do?

o .School Board Self-Assessment '

~

- +

(o} School Improvement: -A Tune the Schobl Board Can Play

o} Teamwork: The Board gnd Superintendent in Action

-

.
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POLICY DEVELOPMENT

SECTION 1: INTRODUCTION

Purpose and fRationalex

v
Byety SO often school board members have an opportunlty to chart a new
direction or confirm an existing direction in the face of one or more clear
alternatives. .The board decides to refuse all federal money and/or projects.
A transportation company is given the district's transportation business, even
though it will cost more. Or the board directs, through policy, that all

building principals will spend 60 percent of their time in the classroom
supervising instruction. S

A
-

"These events, in which new courses are set, are the most important class of
events in bhuman affairs." They are key decisions that shape destiny. They
are the most complex and demanding events with regard to moral, social,
psychological or intellectual problems. They are the "key" policy problems.
If there is any one generallzatlon about the state of these policy problems,
it is that they™re the most complex problems in human affairs. Not only are
these policy issues affected by individuals, they are affected by groups of
ind1v1duals, organizations and groups of organlzatlons.

The purpose of the Poliey Development workshop is to introduce the
participants to some of the many variables that must be considered in the
pplicy,development cycle.

-

The Policy Development workshop is developed around nine learning activities
of instruction. Each activity contains a variety of instructional and
experiential activities that are designed.to help the participant achl\>

speciﬁlc objectives.

Goals ‘

» r

‘The goal of the Policy Development workshop is to stimulate a discussion and

conceptualization of a systematic procedure for management through a cycle of
policy development,’ i

%

General Goals for thggéblicy‘Develgbment Workshop

1. To present the individuals on the school board as sincere, responsive
people, each\:ith his or her unique interests and values

2. To present th® school board chairman as active and in charge

3. To present the members of the board as active participating members,
' g representing a variety of social, political and economic viewpoints

working for -the board of education

’

\?. To present .the superlntendent in an appropriate role as an advisor
!
{
}
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5. To provide a filmed teaching tool and workshop materials that can be
_.used with a minimqe amount of training

v 6. To provide an instructional program‘that can be adapted to different
time frames ranging from 30 minutes to 6 hours -

Objectives

The-objectives of the Policy Development workshop are as follows:

1. The partic pants will increase their knowledge of the procedures that
are involved 1n developing a policy before it is adopted by the board.

2. The part1C1pants will demonstrate an increased knowledge of the
school board's role after a policy is adopted.

3. The partxclpants will increase their knowledge of the reasons why a’
scheol: board needs to have policy. -

4. The attitudes of school board members in the workshop will be more
. favorably disposed about the value and worth of school policy.
5. The attitudes of school board members in the workshop w111 improve in

value and worth about their ind1V1dual contrlbutlon to the school
board.

®

‘6. The attitudes of school bodrd members in the workshop will be more
positive about the worth and value of the contributlon to the school
board of their ind1vidual needs and bellefs.

. ) . [ ~
One~Hour Workshqp - .

An interpretation of the pre-posttest data for the one-hour policy workshop
indicates that the participants can be expected to have significant gains of
knowledge based on objectives 1, 2 and 3. There is also a trend toward a--
positive shift in attitudes as listed in workshop objectives 4, 5 and 6.
However, the attitudinal shift in the one-hour workshop was not as great as
the-gain in knowledge.

Two~Hour Wor kshop , J

.

An examination of the pre-posttest data from two-hour workshops suggests that
the participants can be expected to make statistically significant gains in
knowledge levels as described in objectives 1, 2 and 3. In addition, the
two-hour workshop can be expected to produce statistically significant
positive shifts in attitude as measured with a semantic differential for

objectives 4, 5 and 6. PO

RN
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Three hour workshop

’ . R - . y
The three-hour workshop can be expected to produce the same results as the '
two-hour workshop. In addltlon, a three~hoyr workshop will provide an E
p’portunity to expand the program to achieve. objectives 7 and%

7. . The participants will demonstrate an increased ability to analyze
societal factors impacting pelicy dev?opment and management. ‘

8. The participapts will demostrate their understanding. of the policy
process by analyzing and developing a school board ph:.losophy
statement to° serve as guide for pollcy development.

Organization of the Leader's Guide

The Leader's Guide contains the basic directiong and materials you will need
to plan the workshop. Any additional information or experiences that you, can
bring to the workshop will serve to strengthen your prgsentatio'n.

N Y
Sectidén 23 Planning the Workshop ' e s
- “ *
Section 2 contains informatiom about preparations you need
. . to make before presenting the workshop. Included are hints
RN and suggestions about:
. L \ . ’ - . e
. “0 Focus and, scope
o o o Objéctives and time estimates .

o ‘B%comirig familiar with the mat':e;ial
4 o R_eviewihg Section 3
. o- Skills needed
: o Organiz‘int_:; for learning . .
o Groupings of participantst
. o Use of transparencies . .’
o Warnings J
(o} ‘ E&uipment‘ needed
Section 3: P‘resenting the Works-hop o “, .
Section 3 includes a step-by-step description of the
. workshop procedures, al&xg with| the time allocatic)ns and '
. the required resources. In addi tlon, you will find:

o] A sequence of workshop activities

- A

~
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' o Specific irfstrlxctions and references to participant
.materials and audio and visual aids

3 -~

o A leader focus for each workshop activity

~

o HLJ‘Qﬁul hints about workshop activities

Section 4: Evaluating the Workshop )

Section 4 cdéntains the procedure used for evaluating the
. ' workshop.

\

o The background ‘of the development and testing of this
' workshop _ . °

Pl
\

Section 5: Resources

This section contains reading material which the leader
will need to become familiar with -before presenting the
- workshop. Included.in this section are:

o Concept papers

v

v O Background reading apd references l
«

t 7
o j Further explanation of ‘ideas developed in the workshop

Section 6: . \ jParticipant Materials

N .
4 N
2

\

0y



SECTION 2: PLANNING THE WORK§HOP

Focus and Scope

v
.'

3
The Policy Development workshop is composed of nine instructional activities,

each with a set of unique objectives.

a word of caution is in order. The workshop will be
redesigning the leader eliminates or limits the time
discussions, interactions and simulations. In other
program into a lecture because of time limitations.

certain activities if the time frame is limited, but
presentation of those activities that are presented.
activities and film have been designed and organized

It is possible to redesign the workshop
to emphasize specific objectives or to meet given time requirements.

However,
less successful if in the
allocated for group
words, do not turn this
It is better to omit

give a complete *

The transparencies,

to be used in a one-hour

workshop, a two-hour workshop or a three-hour workshqp, depending on the
objectives ofsthe leader. Each leader is encouraged to be creative and ~

flexible. The purpose is to get pebple thinking-~ndt to "give" them the righf
answer . ) .

Objectives and Time Estimates for Three-Hour Policy Development Workshop

The following outline presents the

activities and the approximate time needed i
for each. :

POLICY DEVELOPMENT WORKSHOP

Time i\ Activity L
hi;h;i;u;;sm wTq‘i:MActivity 1 Election
, 15 minutes l\‘Activity 2: Goldhammer . ' .
5 minutes \'Fivity 3:' . Four Functions
5 minuteg Aéé}Vity 4: Objectives . R
’ 7 minuke; Activity 5: Show fiES%'7 minutes of £ilm
32 m;nutes ‘Background and Approach
92 nﬁnutes . Activity 6: Describe Comﬁunity
~ Complete the-film
40 minutes ~ Activity 7: . -Pélicx Simulation -
15 minutes Activity 8: " Conclusion and Summary . ¢
.12 minu;es QyActivity 9: Workshop Evaluation




~ Two~Hour Workshop .-

The workshop is ‘the same workshop that is pMsented in the Leader s Guide with
the exce ception of the Policy Simulatlon exercise. (Do not use ExerClSe 1.3.)

%
One-~Hour Workshop

. .
» ‘ »

——workshop: - . 4

\
¢ -

1. Inclusion and Antiqipatory Set Activities

Do o Warmup Activity ‘ )
“\§~ o Four Functions'

o Objectives

2. Start the film; show first seven minutes. *,

o 3. Cgmplete Exercise 1.1l. E i ’

I3

4. Start the film. Show the film»to the-end.

+
h .

' The, following organization has been found' to be most useful for a one—hour

o Transparency PO
- 0 Transparency PO
o) Transparency PO

-

~

6.7 Evaluate éhé'wékaBbp. A : ‘ : . %?

Becoming F’amifiar With the Materials

This workshop has been designed around a very specific notion about the school
board's role in policy development. The papers presented in Section 5 of this
- notebook were developed to provide you with the background, research and
theory upon which this workshop is built. They do not represent the last word
-on the subject, and any additional research and reading that you can bring to
the subject will strengthen the presentation. @

7

e

. 5. Review with: , . . . '
t o Transparency PO 4
0. Transparency PO 5 v - .
6
7
8




ReviewiqgﬁSectioﬁ 3L.P£esenting;;h§ Workshop ' ‘ ’ - "
. o ‘ n RN ,
Section 3 of the Leader's Guide is a step-by-step outline for presenting the

] workshop. Thére are a number of "cues" that have been used to assist you as
leader in the presentation-

AN

o Activity ’ T . .
. . | . u

Each "unit of instruction is identified by an activity number and

b title, both of whi¢h are underlined, e.g., Activity 2: Defining the

Learning Program. Each activity stands as a unique unit of ‘learning

with its own objectives, participant activities and basi#of '

knowledge. The various activities are related in that they are all

part of a larger common toncept, in this case, policy development.
(See Figure lanv) .

*

.0 Leader Focus

>

Immediately underneath the activity nuniber and name there is a
heading, Leader Focus, that is also underlined. The Leader Fotus
providés you with a "mind set,"” a "feeling," an "attitude" or an
"anticipatory set" tRat you should attempt to establish in this unit

. <+ of instruction. The Leader Focus might be defined as the "affective" -
. objective for the unit. (See Figure 1b.)

0y fine -
- * ’
The total time redhired for each activity will be located at the top
left hand column ©f the-first page of the activity. Additional
divisions of time within the activity will also be noted in the left
. hand column. (See Figure lc.)

o Materials < ' .o

The right.hand dolumn of each page will list the materials,
transparencies, workbook references or other activities for
instruction, that need to be brought to the attention of the °

instructor. The ;eférqnceﬁ will be noted in the right hand column.
next to the appropriate point of instruction. (See Figure 14.) ‘

, The ;:apie section will use ‘Chree cues. They are:
0 ' Leader Hnstrpctiohs
-  Subpoints
o  Lecturette
- Sﬁbpoints R

w0 CAPITALIZED WORDS ' .
~

—  Subpoints .




LI ~ 3
.

- o Leader Iﬁstructions v

C . 'The cue, Leader Instructions, alertsﬁybu to something you must do,
say or cause to happen. Each of the follow1ng bullets "o" (see
Fxgure le) are additional sequential cues.

» -

. ’ . : ¥
” o - Lecturette e * N .
. 4 . bl .
’ - Al

- The cue, LEéturette, alerts yqu that at™~this point in" the workshop

PR

you are expe ted to provide a knowledge‘pase~or lecture about a given-

subject. e main points the lecture will be outlined in the

( ‘ following paragraphs until you reach a few cue. You will also find
in the Resources section papers that will provide additional °
background for the lecture. It is best to make the main points in

{our own language or words. Do not read the lecturette. (See Fig
| £.)

4 ’
~ +

CAPITALIZED WORDS .

o

t

The cue of CAPITALIZED WORDS within the géneral framework of the text

alerts you to the advisability of readind the exact words to the

) . participants. The exact words in this case will help direct all the
.. participants through the planned leatning activity. (See Figure 1g.)

o

o . The cue "--" is uded to alert you to subpoints that may be used to
- add to (r clarify a thought or statement. (See Figure 1lh.) .,

«

. © .HelpfuliHints.is a cue that will appear at the end of some
. activities. Its intent is to cye you into something that will help
make the workshop more successful. (See Figure 1i,)

o A SOlld line across the entire page will be used to indicate the end
" of the activity. (See below and Figure 1j.) -

Figure 1 on the follow1ng page is a visualization of what might occur in
one unit of instruction.

~ . :
-
™
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. "FIGURE 1 ) .
’ ‘ ] - / @ -

TIME * ' MATERIALS

() ) ' ‘

Total Activity 2: Defining the Learning Program (a) .

) Time: < ' b
¥30 min.

Leader Focus: (b)

] -
. ’ (d) J

| 5 min. o Leader Instructions: (e) L Trans. PO 1

' ’ o | (e)
5 min. o . E (e)
R —  (subpoints) (h) * : d) oo .

" ’ -—  (subpoints) (h) ' Workbook
. ) Page 2
. i . ' N ’ .
(9) « v
1 TR
o 20 min. o Lecturette: (£~ . ’ ]
» o) (£) '
4 .

o  Ask them, IF THE SCHOOL BOARD IS IN SHARGE, WHY
DON'T, YOU DO IT?

' : | (g)' | ‘ | )
N . -  (subpoings) ‘ (h) * * B

LY (i) - ] 1
! ¢ ) -
S Helpful Hint: Move this section very fast...
N
3y Lo : '

«/
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Skills deeded for the Workshop

-

e ed L

Before you make a decision to use these materiafgj you might take a few

minutes and think through four interrelated decisions you should consciously
make. All workshop leaders or teachers make the same decisions. The only

" difference is that a few understand they are Iaking the decision, and the
others do it by the "seat of their pants,® or as Madeline Hunter says, "like
edg on a wall you may or may not hit the spot." The decisions are: first,
what are the needs of the participants; second, how much time do you have to
work with the participants (one time only for one hour, several times for one
hour, one time for four hours, etc); third, what extent of knowledge do the ‘
materials represent; and fourth, what are your skills in workshop leadership
and competencies in the subject matter?

K .t
ey BT

&

s
YA

v b

e

Participant Needs - ’

' ]

In any workshop the participants will come to the program with a variety of
needs, beliefs and styles. Most adults learn best about that which they can
Immediately use. However, within that statement there is a range of
participants; there is a group that jast wants to learn about the idea, still
another groug that_wants to develop skills and a third group .that wants to
immediately 1y the information. Of course, it takes less time to expose a
person to an a, more time to teach participants a skill, and even more time
for them to learn how to apply and use the skill. -

At the same time, many participants come to a conference solely for the
opportunity to socialize, discuss current issues and to strengthen and enlarge
their interactions and acquaintance with other school bepard members. The
materials in this workshop were designed to meet these inclusion” and
*belongingness” needs through controlled small group discussions and
interactions. The word "controlled” is used because these same adults have a
need to appear to be in control, and at the same time, they want the workshop
_to be in control, and be of value and present a worthwhile learning experience.

Small group interactions are an important foundation of the design because
they also encourage "feedback.". Adults need the opportunity to apply and try
out new knowledge. Adults need to know where they stand. They need an
opportunity to test new ideas and to make mistakes. "The small groups allow
the freedom and create the control needed to reinforce described learning
outcomes and to help mistakes become valuable learning opportunities,

The use of small groups provides.a balance between the "expert" workshop .
leader and the "experience-based" school board member. The small groups
create an opportunity for the school board member to test his/her experienges

with the ideas of the presenter. . i ‘

Any attempt to reduce the small group 1nteract10ns in thls workshop in order
to "give more information® will surely "qut" the basis of the design and
ignore the needs of the participants. ‘ '
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' }»TQg criticél'element_in.learning is time. The biggest mistake you can make is

'~ 'to attempt ,to build skills or force technical application of knowledge without
' ‘enqugh time. Time relates to learning. You must relate the time available to
o ,the needs of the participants. The critical decision is whether you have
¢~ ¢&nough time to'meet the .participants' needs and the objectives. A workshop
%' desigifed to develop skill will tgﬁe more time than one designed to expose the
participants to -an idea. ? J ' . ]

L

-‘Level -of MMaterials
. =
. fThe research and development of the concepts and materials in this worksgop ’
Y . .centered on three levels. The first level is identified as the "introduction
, j\‘level,“ defined as representing enough of the generalized concepts in the
subjgct area to present a current overview of the subject matter. The second
- . level is identified as skill buildirg, representing ,the basic skills' in the T
subject matter. The third level is identified as the technical assistance
level, to represent an expansion of the basic skills to include application,
analysis, synthesis and evaluation skills. ot

o

5\" - €t . - ) -
©¢ ¢ _The materials in this workshop were developed to be used at aﬁ.éﬁposure or
skill building level. The skills that are représented in the materials are
specific and by no means represent a,complete view of the knowledge on the
» 7, subject. If the workshop leader or association representative is expected to
¥ .work at a technical assistance level with an individual school district,.

he/she would surely be expected to bring, additional knowledge and skills to
the .experience. ‘

o -

. Leader Knowledge and skifl | .

°"ﬂ,lgader with a ‘minimum amount of skill and knowledge should be able to
" present the workshop at both an introduction and skill building level by |
" following the suggested steps in the Leader's Guide. In this case, the R
*  workshop leader should stay very close to the suggested outline. After
e " presenting the workshop several times, the leader may then be ready to create
’ his/her own choices within the materials. 1If, on the ogher hand, the -workshop
leader is_an experienced workshop leader with an extensive knowledge in the
subject area, thé materials in the Leader's Guide may well serve only as a
reference or guide. In this case, the leader may choose to alter the material
to meet his/her own style or workshop objectives. '
Phe concept papers and other material in tHle reference section of this
- Leader's Guide provide a ready reference for the growing leadér who wishes to
expand beyond the structured material. Just about any material including the , ‘
_most complex mathematical problems can be delivered with a structured, .
" mechanical knowledge level approach. The growing, creative workshop leader
. will move to a higher level of under standing—application, analysis, analysis
) of relationships-and analysis of organizational principles. At this point, o
the leader will be in a better position to help individual school boards on a ..
technical assistance level. ) ’ T )

)

’
- .

-~
1 ¢ ’




The question for the leader .is, are you going to throw egg at the wall or are

you 901ng to prac¢tice what you pneach-—quallty workshop leadership and quality
representatlon for local control?

In any case, all workshop leaders are advised to review all the material, them

transparencies and the workshop exe:ﬁlses before making the flrst presentatlon
—~¥n publlc.

a

o

" Wor kshop Difficulty

-~

The Policy Development-workshop presents policy making as a social process.
It is an easy workslop to present. A workshop leader might find it helpful to
review the Policy is Power workshop before presenting this workshop.

A leader with medium<skills can ‘present this workshop ‘at a skill bu11d1ng
level. .

One of the real problems in school boardsmanshlp is the general mlsunder—
standing of policy and policy as a social process. Too often people who:work
with school boards present policy at a mechanical level. They often go to
great lengths to make sure all the "bases" are covered in the district's
,policy book. Often this approach does not involve the local administrators,
teachers, school board or parents. As a result, the policy does not really
belong to anyone except the consultant. Meaningful, well written, long
lasting policy is a social process involving all the elements of the
community. It is only at the social process level that the school board will

start to see policy as a tool for the management and control he school
district.

Organizing for Learning

The Policy Develophent workshop is designed to bring together the personal
experiences of the participants with the new experiences and information
presented in the workshop. Consequently, the .most effective way to use the
materials and to organize the workshop is to create an environment that
facilitates interaction of the participants with'the new information.
'Conversely, the least effective way to use the materials is to lecture to the
partigjpants. As a workshop leader, you should have.some notion about the
learning theory upon which this program is constructed. A concept paper on
this subject is included in the resources section of this notebook.

The most. appropriate arrangement for the room is one with tables to
accommodate seven to ten people organized in such a manner that all the
participants can see a central projection area.

If small group arrangements are not possible, attempt to provide for
arrangements where the people can move around for worksessions.

1

‘Bach workshop leader is encouraged to adjust, add or remove parts of this
workshop to meet his or her style and the part1c1pants' needs. It won't be
yours until you change it.
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Depending upon the workshop leader's goals, the groups c¢an be either organized
around "home groups" or strangea"'oups.

J
' i

Home groups give the participants an opportunity to use-live, meaningful
examples from their own district. However, it limits the inclusion ?f new
ideas, limits workshop communication, and allows the typical domlnatlng

"superlntendent or board member to continue to domlnate.

Stranger groups provide an opportunity to ‘increase communlcatlon between

school boards, which tends to facilitate sharing new ideas. -This, of course,

may be good or bad. The stranger groups do allow board members to "rehearse”

new roles without being as self-conscious or threatened. ) .

, \
Tr nsparencies in this workshbp serve a rather unigue function. The ;
tJig;ga;;gg;;;dserve the same function for the workshop leader as "cue" cards

do casters. The transparenc1es have been designed ‘to free the

workshop leader from the "written page” of the Leader's Guide.. The

transparencies garry in an abbreviated form the main points of a lecturette or
\cher information that is to be provided by the leader. Consequently, with

just a little homework, the leader should be in a position to display the
transparency and expand the abbreviated points through a lecturette or

Use of Transparencies

- directions. The key is to free oneself from the podium or central stage and

. walk around while delfVering the message. ‘ ~

-

.

arning: Do not - attempt to deliver this program without f1rst reviewing and )
coordinating the transparencjes with the film and various act1vit1es in
Section 3 of the workshop.

Do not use the program in a structured lecture hall where participant
interaction is restricted. The exercises and program are de31gned for
interaction, not a lecture.

Al ’

Equipment and Materials Needed ) )

.

Newsprint-paper and markers

Masking tape

Workbooks .

Overhead- projector

Spare projector bulb ..
Blackboard

Transpatency markers

Film, film projector and screen #

/ B ° J
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TIME

SECTION 3: PRESENTING THE WORKSHOP

Total:
Time: .
17 min.

5 min.

5 min.
5 min.

2 min.

Activity l: Election

-

Leader Focus: The burpgge of Activity 1 is to build
group’ inclusion. Get the participants talking.
Assure them that their reasons are important.

o Ldader Instructions: Use Transparency PO 1 and
ask the group the two questionsy -

-—  Why did thq\?eop;e elect me?
; L
-- Why did I stand for élection?

o Ask each person inﬂividually to(spend five
minutes developing at least two answers-to
each question. '

o Next, have board members éhare their answers
with a neighbor or their small group.
o If the time is available, have several people
report to the large group.
B K il

) .

o} Summarize the above reports.

-

.Trans. bo 1

Participant

Booklet . ,
.Page 1




TIME * MATERIALS
Total AétivitYNZ: Goldhammer
Time: ‘ %"
15 min. :

o

Leader Focus: The purpose of éhis activity is to
confirm the very important role school board members .

are expected to play as well as recognize the very
legitimate fact that they stand for election for
some equally important reasons. School board
members are a critical link in the democratic
process. They are important. They are important.
They are important. Get the idea? Help them
understand how important they arel
o] Leader Instructions: In preparation for this
workshop, read the paper, "Public's
Expectations of the School Board." The paper,
will give you the background to f£ill in the
points provided on Transparency PO 2a and 2b.

Trans. PO 2a
Trans. PO 2b,




TIME

MATERIALS
. . \
Total Activity 3: Four Functigns
Time: .
'S min.

Leader Focus: The purpose of this activity is to

outline the four functions of the school board,

emphasizing their pollcy function.

o Leader Lecture: Present the concept of
Brodinsky's-four functions. Use Transparency ,
PO 3. Tell the participants: THE GOAL OF THIS
WORKSHOP IS TO STIMULATE A DISCUSSION AND
CONCEPTUALIZATION OF THE NEED FOR A SYSTEMATIC
PROCEDURE FOR A CYCLE OF POLICY MANAGEMENT.

>

Trans.

PO 3




. ' A o
TIME ¢ : MATERIALS

. ) . .
{ ~) *  Total Activity 4: Objectives ‘ .
Time: » ' i . / 3
5 min. . B ™ -
Leader Focus: Good teaching technique dictates that
the learners know what they are to learn. Share the .
. objectives. T ) i .
7 o Leader Instructions: You should share the '
objectives you have for the workshop. A '
o The objectives will be different depénding on
the length of the workshop: .
"\\ — One hour *© - ' ’ '
’ - Two hours r
‘ ‘ -_— Three‘hou;s -
\\ ‘1 .
) - € o See the introduction section for ‘the various

workshop objectives.

0  Write the objectives out and share them with
the participants. ’

-
.
; il hd ~
T ~




TIME MATERIALS

Total Activity 5: Who Are You as an Ipdividual? \
*  Time: Background and Approach to Work and Life. ‘
~ . . 32 min. ' T ' ’
' ¢
\\ _ Leader Focus: The purpose of this section (1.1) and
. : the accompanying exercise is to tie/ in with
A : Goldhammer's investigations into the reasons -

individuals are elected as school board members.
The leader should, honor the notion that each school. )
, board member brings to the school board a very -
. important and unique set of values, needs and
¢ Styles. Board members must honorﬁthelr own values,
. heeds and styles and at the saﬂeﬁtime honor the !
values, needs ard styles of thef 5ther board’ members
/, as they seek to fulfill thelr/eléCted positions.

7 min. o Leader Instructions: Staft the Policy £ilm. Film

Show the £ilm through Eh\gfl;ﬁt section which
ends 3ust after the sgen” with the farmer .

{Neal). ;* v
: I
"o top the film with ﬁhe%?typed review of the Trans. PO 4
questions headeijho Are’ You As An Individual.
o Have the participan &? turn in their workbooks Participant
to 1.1 "Who Are Yo fi An Indivlihal? Booklet
Background apd Approach to Work and Life.” Page 2

g g
15 min. o Read the instruct{"
participants. 5

. and 5.,
. minutes to

MANY ms'r NCES ELECTED BECAUSE THE PEOPLE

AS ROLE MORELS OR PERSONS WHO

«“WILL GUARD AND PROMOTE THE VALVUES OF THE
! WHAT DO YOU THINK. IS

[T? ANSWER THESE _QUESTIONS ALONE

w-

‘se 1.1 has been completed, have
he groups share their efforts. Do ‘ T}
r 10 minutes for the reports. -

R v
v § =
; ! ¥ o
' gt
b
¢




TIME Coa _ MATERIALS

) - Reinforce the importance of the,.local
school board as probably one of the few
. elected governmental-bodies that has
) "rootg" with the peaple.
-~  Note the important contributions of board °
. members.

-~ Honor board memBers collectively and as
individuals with unique values, needs and
.styles. ‘ ' ‘

-~
\ ~-  Note, however, that the individuals must v
work together toward common goals if the
schools are to remain under local guidance.

(o} Encourage qdestions, sharing and some larvge
group interaction. ‘

»
-




MATERIALS
| Total Activity 6: Who Are You As An Individual?
Time: ‘Can You Describe Your Community?
92 min.
' . Leader Focus: The purpose of this exercise is to
sensitize the participants to some of the factors -
' that may influence the policy cycle at a number 9%
different stages. /
10 min. o Leader Instructions: Tell the participa ts to . Participant

min.

o-

turn to Exercise 1.2, page 3, "Can You Describe
Your Community?" Read the instructiong with
them and ask for questions:

—

’First, think of your own commugity and see

how many of the ‘questions belgw you can
answer with solid facts.

Second, share some of the gifferences
between the communities ng ycur small
group.

Third, select either s education, moral
education or évolution’ as a pol "issue
and, as a team, complete 1.21, 1.22, 1.23
and 1.24, pages 3-7

this exer ise.

After Exercise 1.2 has been completed, provide
the groups with opportunity to report.

To move things along very quickly, have
each groupf report on‘a different section:
1.2, 1.214 1.22, 1.23 or 1l.24. ,
Be sure feach group shares a part of its
report o

Reinfprce the notion that it i's important-
to kfiow your community and its various
influential persons and groups.’

this section with questions and
mments.

Summarize the reports of the various
groups. .

m

Participant

Booklet
Pages 3-7




- TIME

10 min

Q

Review the points made in the film-to this
point. Inform the participants that they can
stop you at any time for questions.
- All effée;ive'polfcies:

l. /Began with a problem or need

2. Were writ%en or designed so people
knew what to do

3. Are enforced, evaluated and changed
/ as needed - .

./////// ~-  Remind them they were elected as "o
—————

* - 12 min.

10 min.

©

Q

-+

'

"individuals" for their values, needs and
beliefs. Note they must understand

(1) themselves as individuals, and

(2) their commun}ty.

Leader Instructions: Continue Fflm Start the

Poli¢y film again and allow .it to play through
to the end

—  Review the sequence in the film with the
‘. transpatenci:féc/yeiinthe participants
' they can sto u at any time for
questions.

. === The Four runctlons--empha31ze that
" policy making "may be the most
‘important job you have to do."

-, =— Written éolicy is needed to:

Insure continuity

Clarify expectations .
Direct the superintendent’
Inform the public .
Secure the board's position

o a7g,a'm

Policy cycle

-_— identify a need

— Direct a policy analysis .. ’

21" 26
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MATERIALS

Trans. PO 5

Trans. PO 3

Trans. PO 6

\

A

.Traps. PO 7

wr



TIME ' MATERIALS

-~  Require policy options’

* > - =~-- Costs in dollars
A ,
% --- Staff )
) ) J\\‘ —— Rule%, kegulations and guidelines.
r o :
+ ==  Review policy draft o 8 .
. . A
— Take action PN
4 : h
-~ Rewrite

-— Reject

. . -— Adopt B ) //

. 8
— Implement and monitor

-— Review and evaluate

— Revise or remoye as needed .

5 min. o Again, use Transparency PO 7, éummarizing‘ahd Trans. PO 7
‘ reinforcing the policy-making cycle.

.

5 min. o Using Transparency PO 8, ingroduce the Trans. PO 8

’ * relationship between:
v T GOALS . .
| | ¥
PURPOSE | STRATEGY +—— POLICY
; o B DN
y @BJECTIVES _ .

-— Ehcourage questiofs and interaction

Q .




- T TIME MATERIALS
Total Activity 7 Who Are You As An Individual?
Time Policy Simulation "
40 min. - :

+

i Leader Focus: The main thrust of the workshop -is
developing a framework -for school board members to
understand the general context in which they make
policy. This context includes the values, beliefs

* * and style for education held by the community the

- ' board serves, and the varioud social, economic,

political and institutional factors that affect the

means by which and the rate at which goals are
pursued. Consideration of how such factors may
change in the future-—and influence policy
development and outconles-—is an integral part of an
adequate framework.

21y

10 min. (o} Leader Instructions: Next, tell the-
participants: WE ARE NOW GOING TO IDENTIFY A
FEW 'OF THE PRINCIPLES THAT WE HAVE BEEN TALKING
ABOUT WITH POLICY SIMULATION EXERCISE 1.3.

o} Leader Lecturette: At the lowest mechanical
level policies are statements about the goals,
objectives and procedures of the school
district. 9
-— Policies are often statements of what the

school system is to do and how it is to do i
it.

-— Policies often set the rules for the use
of the buildings, the use of guest
speakers, the selection of teachers and
administrators, the selection of
curriculum and on and on. The list would
appear to be almost endless.. .

- In most states school boards have been
X given the legal authority to establish
v policies. .

-—  Why, ‘then, do so many people laugh when a
board member makes the statement that the
board's policies control the district?

-— ' Why is the failure rate of policies sp
high? Why are outdated policies so
’ durable and new ones so hard to institute?

v




TIME

20 min.

Why do board members becdme frustrated and
angry at the policy process and turn their
energy to buying pencils and supplies or
attempting to manage the district by
making all the decisions?

A large part of the answer probably lies
in the w6tking habits of recent and
distant predecessors of the current board.

When they made their policies three, five
or ten years ago, they developed a series
of. attitudes, procedures and habits that
were probably appropriate for the time.
The district had fewer students, the
¢ommunity was relatively stable and the
board members could work on a personal
basis because everyone knew everyone.

In other words, there were fewer outside
pressures impinging on the operation of

the school. (At this point, the leader

might read the Leader Focus.)

Leader Instructions: Tell the participants to

turn to page 8 of their workbook. The first
step is to pass out 1.3. Each group is to
select one of the two Future Briefs (1.3} as
their view of society in the future. Again,
inform the participants that each group will be
expected to give a report to the large group on
the vg}ues, goals, objectives and policies they
identified.

L

The second step is to identify values.

What aspects of education will the
community-—and by implication, the
nation--value, and how?

Part of this exercise should find board
members dealing with more abstract values,
e.g., attitudes toward self, families§,
neighbors and peers, .work and leisure,
institutions, and the environment.

The point is to clarify values that the
community (and the board members) believe
should be instilled in students for
whatever brief they sefect.

-~

<
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Participant
Booklet
Page 8




MATERIALS

The group next needs to identify to what extent
and how their school system now mirrors-——or
fails to mirror-——these values.

—— Board members would consider future
prospects-—problems and opportunities-——for
their school system in the context of
these briefs. .

The group members tﬁen need to prepare a
partial set of goals for their school system.

-— These goals should, of course, be
consistent with the values identified .
above, should be constructed to f£ill gaps
between the school system as it presently
operates and perceives values, and should
take into account factors likely to °

, influence the schools' environment in the
near future.

Next, participants need to identify what things
the school board can influence and how, and
what things it cannot affect.

-~ Por example, a board has little control
oveL local migration patterns or court
decisions regarding meeting the needs of
the handicapped and the right of illegal
aliens to educational services.

The participants then need to set three
objectives .and make specific policy for each
objective.

In summarizing, the leader should suggest that
in working through this exercise, board members
should be concerned with the broad set of
factors that influence policy decisions.

-—  However, the training program will be more
meaningful if one kind of specific policy
action is considered.

— This is to link what are clearly more
abstract or generic issues for policy
development with the real, detailed
decisions the board must make. Selecting
new curricula for a school is sugqgested as
a specific kind of policy area to be used

. asan example. ) - .

.+ 25 -




TIME*

MATERIALS

410 min.

Have the groups report on the brief they

selected, the values they set, the goals they
selected, the objectives they identified and
the policy they set to make the goals happen.




TIME s MATERIALS

Total Activity 8: Conclusion and Summary . ¢

Time: “

15 min. .
Leader Focps: The purpose here is to review and
bring together the goals and objectives of the
workshop and to summarize and connect the activities

, to the objectives. i

o Leader Instructions: Summarize. Point out Trans. PO 8

differences and allow for group interaction.
Again, use Transparency PO 8 to show
relationship between purpose, goals and policy.

o Close with Transparency PO 9.
YOU'RE EXPOSED.

WITHOUT POLICY,

¢ Trans. PO 9




have 10 minutes.

o Collect! read and tabulate the results.

TIME ~ \ MATERIALS
Total Activity 9: Evaluation of Workshop b
Time: ' '
12 min.
Leader Focus: Let participants know you are
\ modeling behavior. "I'm having you evaluate this ;
. session, just like you should evaluate yourselves as
a school board, just like you yourselves should
evaluate your people and programs. ,(If you don't
evaluate, how else can you grow or improve?"
2 min. o Leader Instructions: Pass out evaluation.fp?ms Evaluationm
- or refer the participants to the appropriate Forms oo
‘ . page in the workbook. ’ , Pages 15-16
. . {
10 min. © Ask for individual evaluations. Tell them they




SECTION 4: EVALUATING THE WORKSHOP*: ¢

Evaluation is the hallmark of a good teacher or workshop leader. A systematié
planned evaluatiop is the only method we have to determine the effectiveness.
of our instruction and the achievement of the learners. This program was
developed around four techniques of develgpment and 2yaluation.

Top1c teams and state ‘review committees identified the goals.of the workshop,
and in some cas€s, the techniques. 1In addition, pilet tests, field tests and -

expert reviews were used at approprlate times during the developﬁfnt and

evaluation phases. , ¥

- X

[y

*A summary report of evaluative procedures and results is on file in’the
Rural Education Program of the Northwest Regional Educational Laboratory,
300 S. W. Sixth Avenue, Portland, Oregon 97204.
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SdMMARY REVIEW OF DEVELOPMENT AND PILOT TEST ACTIVITIES »

[
ey . ‘

Topic Team J ,’/
The Oregon component of the school board insérvice program was responsible for
the development of three topics: (1) Policy Making, (2) Communicating with -
e Community, and (3) Evaluation. The Executive Director of the Oregon
ool Boa,rds Association (OSBA), Mr. Tom Rigby, appointed one OSBA staff
. member to.work with each topic: Mrs. P. Fitzwater, Policy; Mr. J. Marten, .
Evaluation; and Mr. D. Dixon, Communicating with the Community. Mr. Rigby
also appointed representative school board members and superlntendents to
- serve on each topic committee.

- to#
@

State Review Committee

In addition to the topic teams made up of school board members and
superintendents, Mr. Rigby appointed and convened a State Review Committee.
The purpose of the State Review Cammittee was to provide a forum for the\
involvement of opinion leaders from allied educational agencies. 1In
attendance at the meeting on January 24, 1979 were:

Mr. Tom Rigby, Executive Dire®tor, OSBA
Mrs. Pat Fitzwater, Training and Policy Specialist, OSBA
Dr. Milt'Baum, Oregon Department of Education
Dr. Wright ¥owger, Willamette University, Professor and school board member
Dr. Ron Pgtrie, Dean, School of Education, Portland State University
> . Dr. Jens Robinson, Superintendent, Woodburn, Oregon
Dr. Ray Mullen, Superintendent, Tillamook Educational Service District
Mrs. Carol Williams, board member and Bresidenk.gf OSBA ~
Dr. Betty Tomblin, Northwest Regional Educational Laboratory -
Dr. Leslie Wolfe, Northwest Regional Educational Laboratory

The State Review Committee made five re;;;EEndations:' ,
1. The inservice programs should help clarify the roie of the school
N board “in public education. -

> 2. The inservice programs need to emphasize the proactive role that can
be played by an informed school board member.
3. The inservice programs must .emphasize the dynamics that take place
between board members, between the board and the sqperintendent, and
‘i::> between the community and the board.

The inservice programs must also be targeted to superintendents. The
inservice ‘materials should help create a dialogue .between

, egperlntendents and school board members relatlve to their worklng
lationship in a democracy.

5. The ingervice programs should be developed on several levels which
should include materials that a superintendent can use with
.. prospective or exig;ing school board members.

—

)
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| ' Topic Team Explorations

The Policy Devélopment and Poli is Power topic team had four meetings
between February 1979 and Sept€mber 1979. Members of the topic team suggested
that they wanted an inseryice program in policy that developed three major
points, which were: -

!

1. A basis for policy within the context of court rulings, federal laws
. and state laws, rules and regulatlons (POllCY Development)

) . 2. A systematlc procedure,for policy ¢evelopment (Policy is Power)

3. A basic understanding of writing pollcy statements (not completed
because of a cut in funding)

Developmental Review

A number of people part1c1pated in the initial review of the first" product,
the self-assessment instrument. The reviewers included: OSBA staff members,
topic team members, state review committee members, Washington State School
Directors Associition members, policy board members and NWREL staff members.
The final reviews and evaluations were conducted on three levels: pilot

) tests, field tests and expert reviews.

Pilot Test Activities

A pilot test was deflned as a trial of the workshop conducted by Northwest
Regional Educational Laboratory (NWREL) staff.

Pilqt Test Activities . S
o No. of Coe
Plgce ' Date Participants Presenter
) . 1. Washington State Nov. 1980 105 Wolfe

School Directors'
Annual Conference : s

"“"2. Idaho Scfool Boards' Nov. 1980 1200 Wolfe "
' Annual Conference
3. Alaska School Boards' Nov. 1980 80' Wolfe
*  Annual Conference ™ -
¢ - 1 3
4. Montana School Boards' Nov. 1980 120 Wolfe
Annual Conference .
Y

~ 5. Washington State - Dec. 1981 - "105 Wolfe

School Directors'
Annual Conference




Summary.d% Pilot Test Activities

_Evaluation Methodology

The package in its original pilot test form was tested in four states with a'
total of 410,Q§ople, of whom 95 percent were school board members. The pilot
tests employed a "pretest~-treatment-posttest” format. The part1c1pants were
informed that the materials were in a pilot -test form and that their coopera-
tion and their evaluations would be mbst helpful. All of the participants
agreed to complete pre-workshop and post~workshop questionnaires.

Evaluation

There have been two major reviews of this workshop, one by the project staff
(internal) and one by the board of directors (external). In addition, there
were five pilot tests of the entire workshop, each test belng conducted with
school board members.and superintendents. At the conclusion of each review or
pilot tést, information was collected from the participants on a standard
workshop critique form.-”

A.major purpose of the pilot test in this instance was to determine if the
language,. the ideas, the content, and the level of the approach to policy
development was appropriate to school board members. Policy development is an
area in which flew board members or few schodl boards aré heavily involved;
therefore, this workshop endeavored to find the entry level to introduce
school board members to their role in policy development. It was also
intended to be a model on which further information and workshops, materials
and products could be developed to give board members more in-depth
1nforma€10n about involvement in pollcy development.

Both reviews and pilot tests deternpined that the ideas and content presented
in the workshop were indeed releyant and useful to school board members. They
also indicated that the materiallis appropriate for all school board members
.and is pot restricted to newly elected board members nor is it restricted to
veteran board members or board members in a certain locale.

A summary of the pilot test evaluations from more than 400 school board
members and superintendents who have participated in the Policy Development
workshop confirms the value of .the workshop to the participants. In response
to the evaluation question, "Did the content help you as a school board
member?" the average response was 4.71 on a 5-point scale. One caution should
be hoted. The workshop should not be pushed into any time frame less than 90
minutes. Smaller time frames do not allow adequate time for appropriate group
discussion, which results in some level of dissatisfaction among the
participants. ) ”

(




Expert Review

s

The third and final review of the’ material was conducted on two levels, one by ‘
the National School Boards Association and a second and independent evaluation
by Dr. Keith Goldhammer of Michigan State University. The materials and
procedures at this level were reviewed and evaluated for the following:
1. The®r representatlon of the existihg basis of knowledge in the
literature and the profe551on .

a————

2. The procedures and.methods outlined in the workshop and leader's guide
Changes

A’ number of changes evolved as the workshop was evaluatéd and reviewed. The
most dramatic change was the expansion 9f°the "visual to the "lecture" part
of the workshop and the addition of the "questionnairés" that can’be used by
the board members. -

Field Tests
Field tests were defined as those occasions whett the workshop was delivered by
a person other than a member of the NWREL staff. The workshop was delivered
in five states by six different association gtaff people to more than 600
school board members and superintendents. .

[y

have been incorporated in this package.
- / -

/ < .
, v

i / J

.

The recommended changes from the pilot/§9 ts, field tests and expert reviews

s e




y
POLICY DEVELOPM@NT WORKSHOP

s ~ -

- : WogKehOp Critique

In order to improve the workshaéf/;e would appreciate your time in answering
th fgllowing questions. Feel free to make comments regarding any item. ..

/ P . P T
) ) 1. ﬁid'this workshop cover what it was advertised to cover?
No ' Somewhat . Yes

1 2 3 - 4 5

v

if not, what was missing that you expected to cover?

) o -

.

v

2. Do you feel that the contgnt of this workshop will be pf help to you as a
school boa;p member? .

L

No | .~ ’ - Somewhat . Yes
1 2 3 4 5

“ 3

™

1 g

3. 1Is there one (or more) specific actton(s) you can take back to your,x

4 district conceining policy development? *
Definitely . Definitely
Not = Somewhat Yes
1 : 2 3 4 - 5
) Can. you name one? /
)

s 3

4. Was adequate time allowed for questions and discussion during the

presentation? .
No ; Somewhat /’ Yes
1 2 3 4 5
DI o /
/
i) 5. Please state one thing you learned or gained from thd session:
!( /
-, //
/ !
;/ - '
)
*
34 §




e

6. What questions remain unanswered for you regarding policy development?

-

B

’ %
7. Relative to workshops you have attended, how do you rate this workshop?

Very Poor ' Very Good
1 2 - 3 4, . 5

e

1

8. How would you rate the overall per formanceé of the leader--knowledge and
' presentation? .

2

Very Poor ., N * Very Good
1 2 3 - 4 5

9. Are you: e

A school board member ' .
A superintendent
Other: please state

10. What can the leader do to improve the session?

Y

1l1. Any additional comments for improving this and future workshops willibe
appreciated.
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. . SECTION 5: RESOURCES --
‘ x POLICY FORMATION AND THE SCHOOL BOARD*.
S Every so often school board members have an opportunity to chart a new
direction or confirm an existing direction in the face of one or more clear

alternatives. The board decides to refuse all federal money and/or projects.

A transportation company is given the district's transportation business, even

~

though it will cost more. Or the board directs, through policy, that all

L4

S
building principals will spend 60’ percent of their time in the classroom
supervisingwinstzuétion. ' '
. x .,
*Thesé events, in which new courses are set, are the most important class

of events in. human affairs‘."l They are key decisions that shape our

»

’ destiny. They are the most complex and demanding events with regard to moral,
social, psychological or intellectual probléms. They are the "kéy" policy
PR . ' !

problemg.

.

~

' If there is any one generalization about the state of these policy '

'p}oblems‘ it is that tﬁey are the most complex problems in human affairs. Not
-> ~ ~ .

only are these policy issues affected by indiyiduals, they are affected by
groups of individuals, organizations and groups of organizations. As if this
were not enough, individual differences in beliefs, needs and lifesty¥es

compound the problem. Add, to this the fact that it is even possible for one

person to support several groups with competing policy options. A school .

.board member C_may support the acquisition of _land for a new school in one area

and at the same time belong to a civic organziation that wants to build the

’ M v ! ) -

-1 N

*Wolfe, Leslie G., E4.D., Northwest Regional Educational Laboratory, .
Portland, Oregon, July 1982. .
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new school in another area. Another board member maylwant a new sqhooi, but
the incrgasé in taxes will severely attack@pis financial resources and

) threaten ﬁis most basic needs. A third school board member may question the
morality oﬁ building a new school because increased taxes may cause some old
peéple to lose their homes. BEach person perceives the issue through his/ger
y own beliefs, needs and lifesgyle. In fact, the interests of people and

[AP—

organizatlons vary so widely and the policy problems are so complex it is not

v

inconceivable to imagine a given person ending up on any one side.

) Complexity
’ The complexity of the problem increases as we recognize the fact that
there is no such thing as "the problem," whether grading, read{gg‘scores,
) teacher competencies,-curriculum or guest speakers. They do not exist as a
single compact unit. School bqard policy makens'are presented with a rather
difficult\fssue as they attempt to create a policy that will lead to the
development of a program to improve reading scores. One group of parents and
teachers may want "grouping™ by achievement as a partial solution, while

e ' -

another group of parents and teachers will view-'groupihg as a racist

. \ .
approach. Some may want to change the testing program, while others may want

to spend more time in reading at the cost of other programs. Reading test
scotes may «go*up because of emphasis, while other test scores go down. A

change in migration patterns or agricultural crops may increase the influx of

©

reading test scores. One group of non-English speaking mlnorlties may want an

English-only approacp to reading, whlle anpther group may want an English as a°

-

second language approach. The problem goes on and on. There is no single

P

answer that lends itself to a simple prgblem—-solving or décision—makiﬂg

ap@roach.'
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A Social Process ' *

Policy making is not a logical, intellectual, prablem~solving or decision-
making process. Decis%gn making and problem solving imply that there is a
single decision-mﬁking unit }the school board) with a single set of
preferences, a wide range of alternatives and consequences and the capacity to
make'apprbpriate calculations. The decision-making mod;1 is appropriate for
subproblems in policy formation-~the allocation of resources once the policy
decision hag been made. Probably the more appropriate model for the poliéy
process is one of bargaining and negotiation among the parties whose beliefs,
needs and lifestyles are not identical. * Policy making requires that the
policy makers "find a course action that ali the part;gs are willing to live

with, without the disappearance of the conflict of interests."? Policy,

~making is a social process. Policy making is the communication of policies in

such a way as to articulate the interest of a sufficient number of involved
) partieg so as to form a coalition. Policy, making is a social process with
\Y -

‘ L
intellectyal elements.

The policy maker must ~rnedi.at:e among conflicting sets of beliefs, needs a'né
lifestyles'énd, at the same time, judge what is possible as well as what is
pref!babie.3 The policy maker has to weigh off the course of one action
designed to impiement the ,values of the people on a given issue without unduly
compromising thg values of a second group on another issue. In this view,

v

'policy formulation does not begin and end with a winning co;litiéh?zbut

v e ot W v T

e oxFendd t3the fufure so that a "wise man” dealing with today's difficulty

will take care npt to create needless problem&pfor the future. -
¥ . ’. ) \

v

»

s
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Information and Policy

’

In order to avoid creating needless problems for the future, the policy

maker will need good information. The raw material of the policy-+making

process is information. The components of informatien aie,defined as anything

that can be sensed and/or recorded by human beings. Beliefs, actions, values,
S _ .
" ideas, sensations, intuition, experience, desires and the written and spoken

word are all forms of information. fThe policy-making process often includes

information that is generated in one context and used in a different context

-

in order to formulate and implement a policy. The "best" form of policy

making is an organized process that brings together all of the available

4.

components of information. Organized policy‘making is one of 'the highest

forms of human functioning. First, it requires the policy maker to digest s
information that is qualitative as well as quantitative. Next, the policy
maker is calied'upon evaluate vast amounts of material from different

. contexts of information and then produce a decision based on inter-context

.

information, a process that only human beings can perform.

* -~

The policy maker (the school board) must create policy that reflects the
. - '
o characteristics of the times; in this case, the last third of the twentieth

‘century. Policy decisions must conantrate on and assign limited resources to
tﬂbse areas that are most érucial to the long-term welfare of the individual,
community, nation and ménkind. In this view, poliéy must'be rooted in the
philosdph%cal, social, economic and political realities of the time as a

[P - pr—. e M TR A A s T Ao 1 s

' péliéy attéﬁéténto”define the ideal; that is, the moral society, the just
. |

o -

¢
society, and the beautiful society. ,

L1}
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Policy statements, therefore, are the policy maker's or school Soard
member's view of what is. just, moral and legal for the individual, the
éommugity, the nation and mankind. Policy‘statemen;s are a reflecEioh of the
beliefs, the lifestyle and the needs of each policy maker. Every policy

statement attempts to alter or cont;ql thekiction,of others. Each policy

R

statement or proposed policy has an effect on every school board member and

every affected group. Thus, the most consequential educational policy

decisiohs, relate to whose beliefs, needs and lifestyles are to be formed and

to be altered in what directions. - ’

[

There is no doubt to the fact that "local cohtrpl of public schools and

local determinatjon of educatiofal policy have "been altered during the recent

-

decades by various social, cultural, techridlogical and philosophical

'

developments."5 The recent rulings of state and federal courts have left 4

little doubt that they are always ready tolgonsider the constitutional

* ~ ¥

implications of school policy.6 The federai courts have generally been
3 . s
reluctant to enter the complex arena of school finance. However, the clear

constitutional issues of due process, desegregation, privacy rights‘of
. 4 t

students, freedom of speech or press and the rights of homosexuals
. . L}

demonstrate the courts' policy-related activities. The United States Supreme

© G M w B e phcum e g o

Court attempted to clarify the issue when it ruled:

By and large, public education in our nation is committed ‘)
to the control of state and local authorities., Courts do
not and cannot intervene in the resolution of conflicts
which arise in the daily operation of school systems and
which do not directly and, sharply implicate basic '

. constitutional values. On the other hand, "the vigilant ‘
protection of constitutional freedoms is nowhere more vital -
than in the community of American schools."7? ‘

@
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It is quite clear that school boards, administrators and teachers must be
, ™~
conscious of, and operate within, the trends of our larger society. No board

S N

is an fsland)unto itself. ! -

Three Factors of Policy Analysis

Three factors need to be analyzed in attempting to establish the direction

Y of basic educational policy.8 The first factor of policy analysis needs’ to

-

s consider four levels ‘simultaneously:

1. What are the apparent issues (state, local and national)? For

example: .

»
o How is the school board systematically informed about decisions?
o - How do we improve reading?

) . o] How do we confront the dropout problem?

o How do we attempt moral education?

¥ %
2. What do research findings say about the issues? For example:
o} What is the réading level of our students?
o what does research say about class size and reading?

o) What does research say about methods of teaching reading?
o) What does research say about the various reading books and.

materials?

3. What are-the policy questions derived from the issues? ' For example:

‘0 .What level of reading do we want? Q,

<
-

(o} How muchfof our resources do we allocate to improve reading?

o How much will reading scores be improved per dollar spent?

o Where should we concentrate our dollars? -

-

-~ -’

4 . ‘ ] N
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4, - What basic philosophical questions are raised by the apparent’

issuesé\ For example:
< o What motivatesAman?‘
‘% o  wWhat is knowledge? .
N o What is eduCation‘versus tra%ning?
(o} What do we want our community to be ten, twenty or thirty years
¢ from now? g;l-
A basic concern a board may have an "apparent issue," e.é:, ieading,
should, iéqfreely explored, move through ali four levels before a policy i;
coﬁsidered.

The second factor of policy analysis requires that every policy should be
analyzed for the effect it will have on the various "stakeholder" groups:
Local community stakeholder groups, such as businessmen, minorities, retired
people, teachers, parents, studenés and others will bg affected directly or
indirectl§ by a policy proposal. Other stakeholde; groups such as legislators
‘ and the courts may be affected by'a local policy decision. (;olicies
established in one school district may establish a precedent that will héve an
effect on the policy of a neighboring school district. Seemingly meaningless
policies established today, giving éway a small portion of sc¢hool board
authoriﬁy, may well create grprecedent limitiné tge future action of the -

schodl board. Every policy will have a direct or indirect effect on the

bel}efs, needs and iifestyles of the various stakehoider groups. Therefore,

each of these groups will pe;ceive present and future opportugities and
threats in each policy proposal. The success or failure of a policy proposal

may be determined by the board's process of involving concerned stakeholder

groups in the analysis phase of a policy proposal.

42 ’ : f’
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A third, and often overlooked, factor in policy analysis is a comparison

of alternative policy proposals and types of futures toward which each

alternative leads. It is at this point that the policy maker has the most

-

cc'mtrol to establish the future direction of the s'chool. The decision makers
(the board of education) will be in the best position to choose if tihey can R
b see the consequences of alternative choices in terms of their inf‘luence on the
future. To carcy Ol;t this sort of analysis, five areas need to be probed:
1. Trend praojections
o What are the economic indicators? -

\ o What are the demographic and social indicators?

o} What is the unemployment, population, growth index?

o} How are the stakeholder groups changing?
2. Technology projections

o ,How will new te;:hnology affect society and education?

0 wWhat new hardware, software and behavior techniques are

available?

3. Political projections

© -+ How will pressure groups éhange?

v H e

cx How will law and current court rulings change? . S e

o What new social-political issues will emerge?

=
' 4, Humanistic projections A
ORISR« 1t what iwill be the emerging needs of so;:iety and students?
‘ o How will lifc::styies, beliefs and needs change?
5. Vis'ionary projections

o What do we want for the future?

) How can we get to the future?

43 :




The policy maker must analyze and synthesize all the information available
from the past and the future Before attempting to formulate a policy that will
have an effect on present and future events.

Policy Definition

A policy, in its broadest sense, _js an attempt to clarify and control the
future of human events. Essentially, a policy statement is an attempt to
#increase the likelihood of bringing into being desirable future events. A
p&ﬁicy statement attempts to clarify and control when it states the reasons
and procedures for student dismissal. A policy attempts to bring into being
desirable future events when it lists standards for sixth grade, eighth grade
and twelfth grade promotion-. Curriculum development through school board
policy is the school board's way to predict‘the skills the adults of the
future will need to survive.

A poliéy is an expression Of the events the school board wants to happen.
A policy may also be an expression of things the board doesn't want to happen,
e.g., a no smoking policy. However, most often a policy statement is an
exp;gssion of the boagd's view of whap it wants to happen. A policy statement
is éhe means through which the Soard directs the resources of the school
district to meet the uniqueness of its community. A policy tells what is
wégted andAmay also include why it is wanted and how much is wanted. Policy
gives direction and clears the way for the administrators to take action.

In other words, policy provides the boundaries within 'which the |
educational progfam can operagg. Policy fixes responsibilities and
direction. Policy provides guidance for thé administration and supervision of
the school district. Policy is the process through which the board can
m;intain local control. "Those who make policy are in control." Policy is

the school board's power. . n

<
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hd Policy Making Skills

N

If the school board wants to mai?tain or increase control, it must become
the policy maker. However the educational policy maker has a complex,
difficult role to play in increasing local control by requiring an organized
policy process. Improved policy making will require the policy maker to '’
develop and reinforce ; variety of skills. 1In particular, the policy maker
will need to have skills in: (1) decision making, (2) communication,

(3) organizational structure, (4)‘personnel, {5) motivation, (6) control
z procedures, (7) leadership; angl(S) public relations. fk all of these

dimensions the policy maker will need to increase his/her capacity for

rational-analytic abilities as well as extra-rational capacities, such as

creativity, tolerance of ambigﬁity and the propensity to innovate. The policy
mak;r will need to know how to "manage time effectively," conduct "eYfective
board meei:ings," "communicate with e community," support "evaluation
procedures and roles," support appropriate "board/superiﬁtendent relations,"
serve as a "political statesperson" and be'sensitive to his/her own personal
needs, beliefs ;nd lifestyles and’their effect on others and self.

The community elects its best, i¥s most moral people to make tough polic&
decisions; it does not elect school board members to buy toilet paper, tacks
and tractor ‘tires.

The Policy Workshop

The Policy Development workshop and the Policy is Power workshop approach

]

policy making from a social procegs viewpoint. The film and workshops

emphasize and honor the jmportance of the individual and honor ghe needs of
individuals to work togethe;'for a common cause without giving up their
individual needs, beliefs or lifestyles. The film and workshops preéent a
policy cycle that suggests a live, dynam}c process that continually evaluates

and revises policy considerations.

5
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Identifying a Need “\\\v) :

Policies come from the community as represented by the board of

education. Most often school board members are elected because ey are

-

representative of the majority's view of the véluesL beliefs aﬂéfstylg of the

community. Communities elect school board members to manage the schools.
Even though the Congress, courts agé stat; legislature have influence on -
certain aspects of educational policy, local school boards make the policies
that actually operate the schools. BEocal school boards set the tone of the
schools. Local school boards employ the teachers and the administrators who

implement the policies and set the tone in the schools and classrooms. Local

school boards!?re in control to the degree that they employ administrators and

teachers who represent their values, beliefs and style. .

In small and unchanging communities which tend to have a more common set

of values, the school board's task is not as difficult. On the other hand, in

b

larger and growing coh@unities it. is much more difficult to determine a common
set of values that is re;resentative of the entire community. In both cases.,
in order for a policy to be effective and lasting it must reflect the values
and the‘economic, social and political realities of the present and the ‘
immediate future. This formula is further compounded, as we all know, when
the notion of the community is expanded to take into account all those factors
v that influence the political, economic and sociai development of our
communities. A new economic commitment to the teachers by a school board in
one community has an effect 6n all the neighboring communities. If one school
Poard agrees to negotiate a permissive iteﬁ in one community it increases the i
pressure on all its nefghboring school boards to negotiate the same‘!tem. of N

course,’some things are bexond the control of the board of education or a

community. Q&gration trends, for example, may cause a school board to

.

‘re<examine its staffing patterns or its curriculum offerings.’

Z II' "
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In one community migration patterns may cause the school board to close a

-

school; whereas in another community, migration trends may cause the school
board to build a new school.

>

- 4
In the policy-making process school board members are called upon to be

. »
the community's wizards of the future by predicting unknown economic, social

and political trends. Twenty years ago how gany people would have guessed
that gasoline would co§£ more than $1.00 a gallon? Proposing a policy to meet
a need or concern is a responsibility of all pesple in 3 community.

Policy at its best emerges when the school board plgﬁs ahead or

: |
anticipates problems that are likely be a community cogcern.

. \
Unfortunately, and all too often, policy ‘begins With a rea\:tion to an
immediate problem, a controversial speaker, the use of a sc qol building, sex
education or a student diécipline problem. Policy issues may also be
identified as the result of employee negotiations. The astute school board .
will know whéﬁ to anticipate and suggest new policy diréction or when to let

the policy need emerge from the community.

Directingfan Amlysis

Directing an amalysis of a policy proposal,is‘the responsibility of the

school bbaig. The board directs the superintendent to conduct l study apd

4
|

gather the information for a policy proposal. The policy study may include,

where appropriate; all or a few of the following activities: \ o

\
© 1.” 1Involvement of all the people who will be affected by tﬂe policy
\

proposal

o . , . !

2. Involvement of resource people, state school board assoc#ation,

private inddstxy, downtown businessmen, school board memﬁers;

4

parents, students and others

-




3. A review of the appropriate research, laws, existing school bbard
policy, "what neighboring school districts are doing, etc.
-— 4. An analysis of long and short term po;itical effect

Requiring Policy Options

The school board should require the administrative staff to present a_'
draft of several options to be reviewed with the board; The drafts should

include cost anaiysis in terms of dollars and human resqurceé as well as -

[y

suggested rules and regulations to enforce the policy.

- '
v ‘

Reviewing the Policy Draft

Exaﬁining and reviewing the policy proposal is a major responsibility of

i .
the school board. There should be no surprises. At this stage, the school

-~

board may choose to hold public meetings on the policy alternatives.‘ aAll .

those who are interested or who will be affected by the proposed policy should

be notified. As a result of this proééss, the board members will have had a

Chance to listen to a;gumenés and counter-arguments, and they will have had
another chance contr ibute oughts in the lightlof the public
discussions.

Taﬁing;Action !

After reviewing the policy alternatives and listening to public reaction,

the board has one of three decisions to make. These decisions are: //(/

1. To adopt one of the policy alternatives,

o

-

';;@- e e MZ.H, REject‘a'ﬁ /the pow’/aliternativegr— Qr .. .- - . .
7

3. Send the proposa back .with new instruections for a rewrite.




. Implementing and Moniforing -

Once a policy has been adopted, it then becomes the responsibility of the

~ .
\ professional staff to implement and monitor the policy. All policies should
N - - \

‘ ?e in writing.
\ . . . ) .
\ There are three purposes 6f written policy. The first is to conserve

»

) school board time and effort by freeing it from routine action. If a school
_ﬁ/ board finds itself routinely making the same decision over and over again'it
\ \

. . . ' ke T )
is wasting its time. For example, one school board reviewed its g\cutes for
\ -

the past year and found that it had made the decisiop in 28 different cases as

.

. ! \
to what outside-agencies could use the school's faci%ities. Then it got into

trouble because its decisions were inconsistent and not in writing. Another
school boaré spent a large amount of money and time in legal battles which it

\\~dentually lost because it didn't have a written policy on the use of guest

’ routine, e.g., the insignificant actions of buying pencils and dealing with

//i/ the nuts and bolts. Unless the school board has a set of complete written

policies it is doomed to spend 90 percent of its time working with 15 percent
of its budget. The boa:d may never get around to what chool ié

about—-cglldren and learning. '
“ I s Sy DS R S Ao S oy .
3pe second purpose of written policy is to provide€ for céﬁgiétency.
Actions that are inconsistent a
/

. L 4
ased on péjzégalitles rather than a stated
h .

/

/
1 4d time and energy is used up on

In either case

murt.

mes strfaw men are created just to keep th
} '/,//
u

70se of the public, échoois—-—childre /

7

’

speakers. Without written policy school boards are condemned to deal with the
.- \\\

//'//

A
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The.third function of written policy-is to give the board's
'representati¥e, the superintendent, guidance and direction during its

absence. Wri'tj;en"policir gives direction’ to the administrative team. Written

‘ hed '

. policy .frees the administrative team to give direction to the professional

* ’ . -

-~ v

- ., staff. '

. 4.
In-other words, the objective of written policy is not& restrict or.

-%’\ 9 - A
impede board action, but rather tp gi\;e consistency and to free the board from
» - 3

roptine action. Written .policy guides maximize the effectiveness of the

management and adriinistrative team. R

Reviewing. and Evaluating . s

Every school board needs to have a policy that calls for a systematic
review and evaluation of every ,policy. School boards can get into as much
trouble' over outdated policies-as they can nonexistent policies. Pdligy

[N PR Y 4

’

develophent is a live and dynamic process.*

. " Revise or Remove 1;?‘45,‘! e ) .

RSN ~

-
ey -~

Recognizing that policy dévelopment is a dynamic, live process that causes

o
W

polié‘ies\bo change .as‘ ;1eeds, beliefs or’lifesf:yles change, policies must be

_ constantly révised to meet a changing world or removed whmropriate.
. te - . . . ’ J z
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POLICY ABOUT ROLICY:

SOME THOUGHTS AND PROJECTIONS* -

Luvern L. Cunningham

In this Walter D Cocking lecture, [ hope to achieve thredgbjectives. (1)
. to provide a rationale for the examination of the governa
agement functions at the loca\;t);l distnct level, (2) to adv:

cussion a set of proposed changesin these functions consisteft with the

rationale, and (3) to emphasize what I beheve to be the import

, Policy about pohcy ! .

Three questions raised by Yehezkel Dror a dozen years ago provide the
general frame for the thoughts and projections which follow-

1 Is public policvmaking to foliow the traditional pattem ot evoiving
by slowly adjusting to new conditions and knowledge by means ot
incremental changes and convulsive changes following cnists, or 1s
public policymaking, in partat least, to be consciously subjectedtoa
new and expliit systems redesign that aspires to improve
policymaking as much as possible?

What optimal design for publxc policymaking can serve as an in-
strumental goal toward which real pohcymaking should be di-
rected? . .

~

3 Are there feasible strategies for changing actual policymaking so as

to better approximate optimal public policymaking?? .

My search foranswers to these questions reflects a strong bias toward
rationahty in policy and deaision making as well as the incorporation of
the best knowledge avaiable in processes attendant to policy and dea-
sion making. [ do not reject Lindbloom’s thesis of incrementalism
(muddhng through) as an explanation of how things “are,” but tdo quar-
rel with the acceptance of incrementalism as satisfactory poligy practice
for the future, 3 ,

Local school officials and their constituencies will be facing several cnt-
1cal pohicy matters in this decade (some new, some endunng) These 1s-
sues will test severely the structures and processes of policy making
within Jocal distncts  Despate the cascade of state and federal mandates
and a profuston of court decisions that have the effect of policy, there 1s
considerable policy work remaining to be done at the local level. Locai
control and local responsibility are very much alive. Policy 1ssues are
queuing up for local attention. For example, local and state authonties
willsoon have to develop fresh policies mnregard to: the fust four years of
lfe: hfe-long learming; secondary education; equity; classroom control
and dizapline global education, languages, human resource develop-
ment, incentves, testing, and resource acquisition and, allocation.* [
would hope, therefore, that a good many boards would develop policy
about policy o

*This paper was the Walter D Cocking Lecture presented at the 34th Annual
National Convention ot Protessors of Educational Administration i August. 1980
at Old Domunion University The presentation generated considerable interest and
discussion among those persons attending the conference The Institute tor
School Executives would Jike to express 1ts apprecuation to Dr Cunningham tor
his permisston to reproduce this important paper
i

Q . '
E MC nted by permission.

tion of policies, rules. apld regulations, a subject discussed with some
enthusiasm at early Xational Conference of Professors of Educational
Administration (NCPEA) meetings, and the annual assemblies-of the
Amencan Association of School Administrators and the National School
Boards Association in the 1940s and 1950s. The objectof my concemn is the
unprovement of practice within the local units ot government (local
schbol distncts) where educational pohey 1s developed. As mostof us are
aware, governance and Management functions are pertormed within set-
tings and contexts that possess the attnibutes ot the society at large (e.g.,
uncertainty, turbulence, goallessness, anomue, tensions, and cnsts)

The structures and processes of local district govemance and manage-
ment have changed httle over the past century Inmany places they ap-
pear to be creaking and groaning atthe seams and atleast warrantinspec-
honif not reform The pursuit of qualitative improvement ot educational
policy through more rational processes. within an open political envi-
ronment, is a noble pursuit, certamnly worthy of the time 4nd energy of
educational administrators . .

In considenng goj‘:ajoft policy [ intend much more than the codifica-

Rationale :

Harold D Lasswell drew a distinction between political science and pol-
iy science Policy science 1s composed of two essential elements, (1) the
study of the process of decid ing and choosing among altemative courses,
and (2) the evaluation of the relevance of avaable knowledge for the
solution of particular problems Political science 1s the study of influence
and the influential. It1s the science of politics and, as stich, states conds-
tions, whereas the philosophy of politics justifies preferences. Policy sci-
ence 1s mor€ than political science, but political science 1s essential to policy
saence In s section on ""Policy Sciences” 1n the [nternational Encyclopedia
of the Socul Sciences, Lasswell places considerable emphasis upon the
sources from which policy scientists can be recruited and tramned:

The chief obligation of the policy sciences relates tothe decision pro-

cessitself At present the academicd isaplines most immedately in-

volved include political science, law, public administration, business
management, political sociology, and contemporary political his-
tory.*

Dror has extended and refined Lasswell's thinking in"tegard to poi}y,
policy scientist, and policy-making process in ways that [ find helpful.
Dror maintains that “The major problemn at which policy science 1s directed
15 how to improve the design and operations of policymaking systems **7
Further, heargues tha%l’olxcy sctence can therefore be partly descnbed as
the discipline that searches for policy kntowledge, that seeks general policy-
1ssue knowledge and policymaking knowledge, and integrates them intoa dis-
tinct study.”’

Drorexplains that in policy development, knowledge 1s required ot the
substance of policy igsues, e.g , medical knowledge 1s relevant to poiicies
about public health, and socological knowledge 1s relevant to policies

' s
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about social segregation ° [t mllowﬁ‘at know ledge about pedagogy 15
relesant tu educatien policy Policy -thaking knowledge reters to such
rhings a5 how arganizanonal structures operate (organizational theory),
wordinating and mtegmtm’g Jitterent pulicy mahking unuts (political 5C1-
ence! and analvzing, improving, a% managing comPlex svitems (svs-
tems theory) 0

For me the distinction between policy 1ssue knowledge and policy-
making knowledge 5 powertul and compelling It tends to separate the
essentially status Juo  acceprance ot things as they are ™ perspective of
persons like Lmdbloum trom tﬁu.morg opturustic wecando sumething
about our circumstances v 1;1> ot LasswellandsDror

Yehezkel Dror savs more abbut policv scientists

Furst all students ot narruw specialties must leam the basic concepts
dbout human 4nd sucial behavior, especially about those
phenumena most likeiy to be misunderstood by the unintormed
Aisv unghe graduate level, work uncomprehensive policy projects
33 members ot injerdsaplinary teams andin survey wourses on pol-
«v saence shouid be obligatory tur students whose prutessiunal
«areers mas nyvolve work i pulicy making structures, such as tratti
engineers  pudlic health experts, aty planners, economusts, and
statistictans

>uch academue preparationcan be very heiptul *but 1s insuthicient by
itselt The student s lach ot time and expenence must keep him trom
doing much more than broadenung his honzons, which wdmld stli
be a big advance yver the presentsituation Additionalsteps mustbe
taken to permit better integration ot experts into policymaking atter
they actually begin participating in units that contribute to
polcvmaking Thege additional steps mught include rotation de-
signed to give single-disapline experts some experience in soiving
problems comprehensively, planned particapation in nterprotes-
stonal teamwork and 1n the general training programs tor senior cvil
servants, and tor the more tmportant experts, special advanced train-
ing courses
Special attention must be paid to developing new types of experts
who specialize in the applications of various interdtsciplinary fields
to policymakuing, especially policy saentists who will serve as pro-
tessional policy analysts in new staff positions The new professions
of awil strategist and systems analyst demonstrate rather well what |
have in mind on a broader scale. Prepanng policy scientists for staff
positions as policy analysts will be one of the most important
functions of policy saence, and s a major reason why policy science
must be established as a distinct area of research and advanced
study '

The several proposals tor changing the governance and management
ot local school distncts which tollow are intended to achieve practical
objectives
® Use the time and energy ot board men’fBers and admunustrators more

effiaently aqgeffectxvelv

¢ Mantain a pnmarv focus oneducation policy, especially learning out-

comes

® Pursue policy develapment processes which are open to, indeed. re-
.quxr'e the participation of aitizens and professionals

¢ Clanfy the accountabihitv ot all participantsin policy development pro-
cesses as well as speaifv the bases for assessing the performance of
persons emploved by local distncts

* Extendand intensify the citizen role meducational policy development
and policy oversight

¢ Incorporate the best knleedge available (both policy issue and
policv-making knowledge) in the processes of policy development

¢ Keep pace with the growing complexitv ot individual and organiza-
tonallife and enhance capacity to antiaipate ed ucational needs gener-
ated out of chahge and

* Lead to the development ot policy about policy

Penodicaity in the history ot Amencan educatiqn leaders have

" suggested that boards ot education have become anachronisms, have tul-

filled their mission. should be reformed, or quetly fade away !? There
was a penod at the tum ot the century when the notiun ot abolishin
schoul buards attracted suppurt trom the then- emergmg prolessxoné

RIC - |

Aruitoxt provided by Eic:

™
educational sdminustration joined by elites trum the business and higher
edudation ommunities The theme was ressed and revttalized inthe late
1920s. pnincipally by Charles Judd. then chairman ot the Departmenbol
Education at the Uruversity ot Chicago

More recengly. Dr Gene Gewert tormer superintendent ot schools in
New Orleans, made suggestions regardinyg altered sov ernancedtor large
an school distncts which would change it not diminish  the role ot
boards Sevgral propusals have been advanced tor new metropoltan
forms ot sciool guvernance with modest alterations in the policy and
managenal ¢xpectations tor boards and supenntendents ' Noneot these
proposals Mas called for the removal of lavmen trom policy respon-
stbiities forschool distncts

On occasion the governance and management ol school sy stems has
been wrested from local school authy E{mes and placed in unuque torms ot
recelvership or trusteeship (Suuth Buston High School, Trenton. New
Jersey, and the Cleveland. Ohuw, public schouls are recent examples )
These recenverships have been generdted Jut ot <nsis arcumstances
which called for extraordinary torms ot state and ur court intenentn,
The proposals that tollow are not unsis centered aor are they trameéd on
the belief that laymen are necessanly managing education inettectively,

capricously, or selfishly in most.places These proposed changes are

based essentially on the recognution that the complexity of today s public
institutions 15 such_that they are ottenpnot gdvemable or manageable

. withinpresent approaches to their governan.e and managementand are
tikely to be less soin the future To put it another way, new and altered
ground rules regardirtg policy development are essential if gov emors and
managers are to conduct thetr business satistactonly in the future. My
proposals therefore retain the principles of local control and policy de-
termination by atizens but chadge the conditions under which policy is
determuned and admunustration 1s performed I am at the same tme in-
tending to strengthen mnstitutional appraisal by placing school board
members, school admurustrators, and the leaders ot professional organi-
zations th clearer, more fundamentally accountable positions. It 1s ex-
pected that the present pattern of school board behavior and 1deology be
altered in favor of practices which will allow sounder, more rationally
determined school distnct policy

Synopsis of the Policy about Policy Proposals

Should local school boards (and state education authonties where re-
quired) take action 1n regard to these proposals they would in fact be
developing policy about policy

I propose’

1 That local boards of education develop discreteand defmmve pol-
icy about policy, some of which are implied by the subsequent
proposals for change in the governance and management of local
school distncts
That educational policy become the pnmary and continuing policy
focus of local school officials as distinct from personnel, business,
and physical facilities, for example

tJ)

3 That school boards meet four tumes per year for extended penods
of ume (twoor three days) in order to gain full command of policy-
related data and knowledge, have time to reflect, and consider the
views of atizens in regard to policies under consideration

4 That pohicy-making agepda be prepared two to three years in ad-
vance to frame the work of the board, administrative staff, profes
sional organization leaders. student leaders, and citizen groups

5 That supenntendents be given long-term contracts (three to five
years) with clear-cut guidelines to surround their performance as
well as the freedom to administer schools within those boundanes

6 That the form and substance of the supenntendent’s evaluation be *

clearly defined and understood at the outset ot the contractual
pertod and that data be accumulated and orgamized to allow the
* board as the emploving agency to pass adequate judgment about
the supenintendent’s performance
7 That the employee salary and wage determination prerogative
now retained by boards of education of local school districts be
moved to the state level

8 That representatives of professional gruups (teachersand adminus-
trators orgamizations) tur lucal schoul districts becume members ot

o
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the local boards ot education and assume policy and accountability

responsibilities equisalent to that ottice h

9 That boards vteducation uthze a disciphined framework tor policy
enundaation and employ that tfamework within a facility especially
designed tor that activity, one which emphasizes the efficent use
otdata retnevaland display technology

10 That school board members and the executive staffs of school dis-
tricts be tramned to hand!e policy development activity for theiren-

terprises
11 That one or more states pass speaiat legislation allowing school
- distncts to suspend (for a pertod of time) current statutes, rules,

andregulations for the governance and management of school dis-
tmcts tn order to test alternative approaches to governance and
management, and

12 Thatprocesses ot pohcy development and ther enunciation as well
as the processes ot management be designed to include genuine,
sustained student, parent, atizen, and professional educator in-
volvement

Discussion of the Proposals

The several proposals are a package for the most part '* There may be
some value achieved bv implementing one or two without the rest. Butf
the objective 1s etfective education policy and managenal performance
withaccountability clearlv defined, then the proposals should be considered as
a set. Thev must meet the cntenion of contributing dwectly and demon-
strably to improved education for all who enrollin a distnict's schogls.

Proposal One
Local boards oFeducation develop discrete and defimitrve policy about policy,
some of which are impiied by the remainmg proposals for strengthenmng the
Sovernance and management of local school districts

Much of what should be achieved early in the consideration of these
changes, in my judgment, 1s the establishment of an ethos or climate
within which the pelicy function 1s ennobled and understood. Such an
ethos presumes commutment to policy development and behef inits sig-
ruficance on the part of policy makers and executives Policy making as
now expenenced 1s simuitaneously the most drfficult and least sys-
teratized activity of legislative and executive persons. It 1s likewise an
actvity where there 1s a sigruficant gap between what is known of how
poliaes can best be formulated and the ways that indviduals and institu-
tions do infact make policy because we doknow how to do itbetter. Thus
there is the genuine prospect that the quality ot policy output can be
um proved ;

Dror argues pursuasively that changes are needed in structure and
process patterns if we are to improve a policy-making system. 13 To begin
then, we need to consider policy which legitimizes the need to examune
the structures and processes ot policy making. School boards, with the
concurencé of representative constituenaes, should agree that therr
policy making practices and procedures may benefit trom close inspec-
tion potentally leading to redefinition and restructuring, With such
agreement. then, many policy about policy 1ssues become legitimate
Among thosemay be the development ot explicit policy-making methods
and processes. Dror suggests that for purposes of current policy making,
the, following elements should be standard features of a preferable
policy-making method:

1. There should be some clanfication of values, objectives, and cntena

for deasion makung. :

2. The method should include identifying the alternatives, with an ef-

fort to consider new alternatives (by surveying comparative hitera- -

ture experience andavailable theores) and to stimulate creation of
novel alternatives.

3. The method should include prelimmnary estimating ot expected
payoffs from the vanous altematives, and deading whether a
strategy of mumal nsk or of innovation 18 preferable.

# 4 Ifthe first the incremental-change model should be followed. If the
latter the next step is establishing a cutoff hortzon for considering
the possible results'of the alternatve pohaes, and identtying the
major expected results, relymng on avalable knowledge and on in-
tuitton

5 Analysis of the alternatives should deal with both quantitative("ec-

P \‘f—hmxc") and quahtative (“political””) factors, n order to overcorne
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the limtations of current systems analysis and advance toward pol-
1cy analysis, -

6. The method should include an effort to dearde whether the 1ssue 1s
important enough to make more comprehensive analysis worth-
while . .

7 Theory and expenence, ratonality and extrarationality, will all be
relied upon, the composition of the mix must depend upon therr
various availabilities and on the nature of the problem

8 Exphat techriques, such as simulation and the Delph: method,
should be used as far as they are appropnate, and knowledge from
vanous disaplines should be brought to bear on the 1ssues in-
volved N

9 The method should include exphait arrangements to improve the
policy making by sy stematiciearn ing from expenence, stumulating
tnihative and creativity, developing the staff. and encouraging intel-
lectual effort e

Dror’s methods lend themselves to tncorporation within a policy de-
velopment process Fromm Y perspective apolicy development process 1s sumi-
lar tobut notthe sameas thepolitical process The political process 1s usually
thought to be a set of pohitical activities involving heterogeneous sets of
Participants interacting one with another where basic values are trans-
lated into policy preferences Thepolicy development process 1s a much more
sophisticated concept. It incjudes in its execution (1) a deliberate attempt
to incorporate the most advanced forms of policy 1ssue knowledge and
information avatlable related to the pohiaies to be enunciated, and (2) a

- L monutored political activity designed to ensure the broadest set of

perspectives possible. !’

The weight of proposal one s not to locate ways to reduce the interter-
ence or meddling on the part of school board members in the everyday
admunustration of the school system The everyday meddling {(or -
volvement if you prefer) of school board members in adminstrative
matters that occurs across the country 15 understandable In fact, board
members believe deeply that they are serving therr constituents when
they interfere amd meddle Admunstrators often have hittle understand-
ing of or patience for this sense of responsiveness that board members
possess. As a consequence considerable mstitutional energy goes into
disputes over the boundarnes of board member and supenntendent au-
thority and responsibility.

Thus proposal one 1s based on the premuse that both policy and admn-
1strative activity can be more efficient and effective if there 1s a substan tual
alteration in the ground rules for those activites. I believe that there should
be intenswve focusing of energy on each in the expectation that the inte-
gration of governance and management functions wll producea sounder

J'institution. F |, Roethlisberger noted in 1941 that:

No conceptual framework can do more violence to the terntory of the

executive, or of anyone who is dealing concretely with cooperative

phenomena, than the sumple notion of cause and effect. For sucha ,

person tn a position of responsibility a concept of a system involving

relations of interde pendence 1s much more useful because it struc-
turally represents the complex events and therr interrelations with
whuch he has to deal.™

Proposal Two

Educational policy become the pnmary and contmuing policy focus of local
. school officuls as distinct from personnel, business, and physical facilities,
for example. . ‘

I have been concerned in recent years about the dnift of school board
and executive service away from policy devoted directly to the educa-
tonal process and learning outcomes tor clients ot the system. My con-
cern 1s surlar to but notquite the same as what Callahan labeled as “'the
descent into tnvia "' In the penod of 1973-76, | had the opportunity to
observe twp major school boards close-up In fact, l attended most of the
meetings of one board (including commuttees) for a full year My conclu-

. sion from those observations is that those boards’ energies were ad-

dressed oyerwhelmingly to adult matters, those ot personneland tinance
especially, with little or no time devoted to the children and youth en-
rolled Such adult-centeredness could be defended had the preoccupa-
tion with adult-centered issues inked visibly and tundamentally to learn-
ing But tn most cases, as with collective negotrations, for example, that
linkage could not be determuned , . .

Thus préposal two, like proposal one regarding a policy ethos. in-
volves a commitment to educational policy first and foremost It requires
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tenaaty and vigdance on the part ut s hool board members and prutes-
swnals alike And tv ensure sganst dnftand preoccupation with educa-
tonally remote matters » houl buards should require uf themselves and
their executive statfs, afuwitonal tmpact statements to accompany their pre-
wcnptiops_Each major decision or policy should be measured against its
educational mearung tor those enrolled in the distnct Current tech-
niques for impact assessments may not be well enough developed to
meet local distnict needs But the perfection of these techmiques can be-
wme an objective and be another ot the distnct s policies about policy

Proposal Three
The school boards meet tour times per year tor extended perods of time (two
or three days n successwn) morder to gam tull command of policy-related
data and knowledge. have e o reflect, and consuler the tews of aitizens in
regard to policies under consuleratzon

In each ot the large unes that were a part of a recent study of school
boards. buard members were spending an inordinate amount of tume
(much ot it wastetul) tn meetings of the full board plus commuttees of the
board Additional hme was invested in preparation for board meetings
Board members were also engaging tn extensive commurucation with
vne another. with school administrators, and with their constituents, be-
tween meetings. seeking the perspectives ot others as well as listerung to
those brought to therr attentwon regarding tssues before the boards. De-
spite these investments of time and effort board members and school
administrators shared frustranons about their inabilities to produce decr-

sions that had some prospect for resolving problems and issues before -

them

Reguiar and speaal meetngs ot schoul boards are uiten treneti and
unproductive Policies are developed from a shallow mnformation and
Jata base Some of the policies that are enunciated jssue from what ap-
pear to be pure emotion and feeling rather than hard data and fact The
‘attentron span ' of individ ual board membeys or the board as a collectiv
ity 15 exceptionally bnef and skumpy for some policy matters and excep
tonally protracted for others There is Little meaningful spenalzed policy
language used regarding policy and policy development Most deasions
are taken without thoyghtful and in-depth consideration of how those
deaisions relate to exasting deastons or existing policies Effective cross-
referenang hardly exusts at all Important financial decisions are often
taken at the very last minute. under extreme pressure, and with httle
understanding of or consideration for the long range fiscal or pedagogt
cal consequences of those deasions

Proposal three 1s designed to impruve upon those arcumstances
Boards shuuid meet tor extended penuds ot time (in my judgment fur twu
or three days in publidy annuunced policy develuprhent sessions). These
meetings should tocus upon 4 réview ot the educational policy needs of
the system, the developmentuta pulicy -making agenda, andthe writid
eration of policy proposals produced through an agreed upon policy de-
velopment process Such work should take place in an envaironment (de
scnbed later) designed specially to augment the policy development pro
cess. Staff work pnor to policy Jdevelopment sessions should likewise
reflect the most rahonal and effective policy development process tech
niques and practices known

Proposal Four
Policy-making agenda be prepardd two or three years in advance to frame the
work of the board, administratiwe staff. professwonal organization leaders,
student leaders, and citzen groups.- 0

Boards at allJevels (with the partiapation ofadmmtstratoxc's, the leaders
ot prutessiunal urganuzations, students where helpful, and utizen group
leaders) should develop a policy calendar which incorporates the policy
agenda. The calendar should coverat least a two-yeap time span with the
first year (four quarterly meetings) firmly in place and the second year
reasonably firm with the opp ity to make adjustments tor satisfac-
tory reasons. .

As indicated 1t would be expected that the policy needs tor a school
system would be caretully considered and then calendared. The calendar
and agenda would be announced and made avadable to the publw. For
example, dunng a year ot quarterly meetings school vtficaals may choose
to spend their tirst poiwy deveivpment period deading the distnct s policy
stance on preschooling (or the distnct s investment in the educational
needs ot chuldren dunng therr first tour years ot ite) Dunng the second
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policy develupment perivd the tocus may be un the prublems ot graduates
that are unempluyable A third intensive puiy et copment perivd may be
invested in producing poliies tur persunnefevaluation, and atuurthmay
address disciphne and classroom control Over a penugd ot three vears, a
dozen policy areas could be thoroughly dewloped{furremly mans
school distnicts operate with policies that are underdeyeloped. obsolete.
or nonexistent ¢

Choices ot items tor the policy agenda should nut be made casually
Considerable ime and etfort will be required ot statt to prepare tor two or
three days ot policy discussion and policy choice with opportunities tor
atizen involvement The wniting ot policy-related documents, identihica-
tion and brieting ot experts, scheduling ot heanngs, are energy consum-
ing and may compete with the performance ot everyday managenal
tunctions Thus the selection ot policy arenas tor development becomes
a central governanwe”and managenal respunsibiitn fLs "hely that
vnly a tew mapr policy areas van be develuped and appruved (pre
scnibed) 1n a calendar year

Proposal Five
Supenntendents be yiwen long-term wntracts (three to frve vears) with
clear-cut guudelines tu surrvund their performance as well as be grien the
freedom to admunister schools within those boundanes

Board members are to tultill three functions basically First. theyure tu
choose asupenntenaent and develop policies and procedures for evaluating
the individual s pertormance Second, they are to be responsible tur pol-
1cy development and policy enunciation Thurd, they are to be responsible for
appraising the district s perturmunce and reporting tu the public un that per
formance.

This proposal has to do with each ot those three tunctions but speaks
more directly to the st Three to five years s a bnet penod in which to
expect administrative persoptiEl to adieve institutional goals and ubjec-
tives.+ Itis a long time hoy ever tor an inettective supenintendent tu um-
pact negatively upon an erjterpnise. Thus, a three- to live-year ime frame
seemns to be reasonable onthe one hand but somewhat dangerous on the
other. Imphotlm this proposal is the beliet that the chiet administrator
should have treedom to adhunuster the schools with a muumum of board
interterence. It is essential that executive responsibility be fucused inten-
sively upon the day-to-day operation ot the system as well as providing
backup services to the policy development pruess Many distct level ad-
mirustrative staffs in city school systems we have observed spend 50 per-
cent ur mure uf their working hours fulfilling service responsibilities un
uding runnuing errands) tor members of the buard uf educativn.*” Such
demands leave unly a mudest amount of tume fur the actual management
of the distnct. Thus this proposal alls for a better balancg and a learer
disiinction between day to-day management and senviang the pulicy
development process. ‘

Serviang the policy develupment process would be the respunsibilify of a
policy scientist at least in large distnuts or at the state level. Learmungs
trom policy science can be inserted into the dévelopment ut educativnal
policy it s the oucasion tor exhubiting skulls in the incorporation of policy
development process knowledge and policy issue knowledge simultaneously
into policy development. In most situations it would be unreasonable to
expect that the supenntendent of schools would fulfill the policy scientist
role and tunction tor school distncts It would not be unreasonable how-
ever to expect that the supenintendent and executive statf would under-
stand the contribution that a policy sctentist can make to the policy de-
velopment process Thus it would seem reasunable that schuul vffiaals
would take steps tu ensure that the pulicy suientist rule and tunctiun be
provided for in some way

Px:oposal Six ¢ ,
The form und substance of the supenintendent > evaluatin be learly defined
and understood at the outset of the contractual perod und that data be ac-
cumulated and orgamized to allow the board as the employing agency oppor-
tunity to pass adequate judgment upon the supermtendent’s performance

The accountability prublemas it relates tu executives inlarge scale pub
lic organizations has hardly been touched in terms uf effective munustry |
The employment ot the superiniendent 15 a proper ueaston fur the exam
ination ut the provisiunts under which the supenntendent is to be ac
wountable. It buard members are to focus un puluy develpment (theur role)
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with 2 mmmum of attention to adminustrative matters (the executive
role). then the supenntendent s duties and responsibilities flow rather
naturally trom that decision

The supenntendent should be evaluated in terms of the successful
management ot the'school system as well as the individual’s ability to aid
and support the poiicy development process These are interrelated but dis-
nct zones of executive responsibihty Both need to be spelled out in
detail, thoroughlv discussed bv the board and the executive, and mon-
tored with data collection devices consistent with the dual zones of re-
sponsibthity 3

Proposal Seven

Thewempioyee salary and wage determmation prerogative now retained by
boards of education at local distnict levels be moved to the state level

This may be the most controversial proposal of those advanced 1n this
paper It 1s one that just about everyone wall question for one reason or
other but 1t 1s not clear who or how many will oppose 1t. It may be the
most important proposal, however, if learning 1s to be improved.

The impactof collective bargaining on educational policy development pro-
cesses at the district level s essentually negative. Considerable energy goes
'nto negotiations detracting trom both the management of the enterpnse
and rational policy development processes In fact, collective bargawning
in some school distncts has become a major policy-enunciating actvity
for the system and 15 a process that faus to meet the crtenon of political
openness

The collectve bargaining process as practiced presently 1s sheltered,
nearly clandestine, and rules out participation of many nterested parties.

+ The interests of students, parents, taxpayers, teachers, admnistrators,
and others are ineffechvely reflected at the table There 1s little room for
Constdenng the items under negotiation in terins of thetr unplications for
such basic policy matters as learning outcomes, the effective desegrega-
tionand integration of schools, or the extraordinary problems of moving
from adolescence into adulthood that young people expenence today

Thus lam proposing that salary, wage, and frninge benefit determuna-
tions be moved to the state level Thus wallallow local district board mem-
bers and admunistrators to focus on policy development that 1s related tun-
damentally to pedagogy and learming. Such a change will hft an enor-
mous burden from the shoulders of local school officials and liberate
them for work directly and fundamentall‘y. related to the learning of
young people. ‘

Bargaining at the state level has<been discussed recently in Califomia
where staff for the senate education commuttee conducted heanngs on

" the concept. Obwviously the political im plications of this proposed change

areprofound but they are not without positive consequences at the state
leveltoo Education will be center stage, mnescapably attracting statewide
interest in the problems of teachers and other educational professtonals.

Proposal Eight
Representatrwes of professwonal groups (teachers” and admumstrators or-
ganzzations) for local school districts become members of local boards of edu-
cation and assume policy and accountability responsibritties equivalent to
. .

thair offices

Most fnotall states would have to pass legislation that would permut
representatives of professional groups to have designated places upon
local policy bodies It 1sa proposal that has many flaws and s ottered atter
considerable reflection It 1s advanced partially from trustration and atter
witriessing the displacement of the educational weltare ot chiidren and
vouth with other interests that tend to erode educational opportunuty.

There have been unfortunate divisions betwesn and among teachers,
admunistrators, and school board members who on a day-to-day basis are
responsible for local district teaching, managing, and policy making. The
weight of this proposal rests on shared responsibilities for policy development
and institutional accountalnitty among professional staff and school boards
Practitioners at the classroom and building levels are informed people
with contnbutions to make in the educational policy development pro-
cess. The products of policy developmentactivity ought to reflect directly
the best thinkingof laymen and professionals. Thus 1t 1s of substaritial impor-
tance that such persons be responsibly involved,

4
Histoncally, it was expected that supenntendents would and could re-
flect the educational significance and tmplications of policy under con-

Q ’
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siderationby boards of education Suchis notthe case any longer, at feast
mmany school distncts with long histones ot negotiated agreements In
some distncts, perhaps many, it 1s Iterally not possible to develop
needed new educational policies erther because of existing negotiated
contracts or the implications for future con tracts are so severe as to cause
board members and supenntendents to abandon such educatwnal policy
development all together They have reached an untortunate stage ot edu-
cational policy paralysis. Thus this proposal, linked with the movement
of collective negonations to the state level, 1s mtended to produce badlv
needed new education policy at the local distnct Jevel

Proposal Nine

Boards of education utilwze a disciplined framework for policy enunciaton
and employ that framework within a facility especially designed for that ac-
trty, one which emphaszes the efficient and ratwonal use ot data retneval
and display technology

Asindicated earer, 1t 1s my behef that boards of education and execu-
trve staffs adopt a ratonal approach to policy development | would g0
even further and recommend adaptations of the decision seminar model
of policy development authored by Harold D Lasswell ** The decision
sermunar 1s both theoretically complete and practically teasible when per-
sons are trained in 1ts use. It has been tested n many contexts and holds
unusual promise as a tool for public problem solving.*$ The model1s both
stmple and complex simultaneously It is data and mtormation depen-
dent, relies heavily upon rational processes, and permits (even de-
mands) in its usage that the most contemporary and signiticant intor-
mation be incorporated ¢

The deaision seminar operates most etfectively 1n a phvsical environ-
ment conducive to the use of computer technology and management in-
formation systems. Ideally the policy development processes should
occuraround a large octagonal table with prnimary participants seated ina
“theater 1n the round” arrangement allowing secondary and tertiary par-
tapants to witness and take part in policy development activity within
polictes and procedures established tor that purpose Technology
should also be available to broadcast and,or telecast the proceedings
to the community Interactive communication with the community
should be possible through telephone arrangements or other more ad-
vanced cable television capacity. again through policies and pro-
cedures established for this purpose

Proposal Ten’ )

School board members and executrve staffs bf school districts be tramed to
handle policy development actwity for their enterprises

There 1s an assumption that persons elected, to public othice as weli as
those appointed to professional admmlstratxy,g positions are tully compe-
tent to engage wn policy development actvities consistent with their re-
sponsibilities, Nothing could be further frém the truth in erther cate-
gory ¥ The complexities which surround/policy development and ad-
mrnastration of education (and other institptions) are so extreme that they
escape the ordinary patterns of learning and/or preparation.* Gover-
nance and management require disaipliied ap proaches that are both effi-
cent and effective. And persons must/be especially trained to use those
approaches if they are to produce policy ard administrative activity con-
sistent with the needs of contempor ry mstitutions. 2* Haphazard, catch
as catch can, incoherent and irratignal approaches which have charac-
tenzed policy and executive life large institutions over the past two
decades will not canry the weight fgovemance and management needs
much further Radical change s réquired and that includes the incorpora-
ton of an open, ordered approach to policy development and the special
training and preparation of pefsons who are expected to employ a more
ratonal system.

Proposal Eleven

Oneor more states should pfass spectal legisiation aliowing school districts to
suspend (for a perod of tihe) current starut'es.,rules and regulations for the
governance and management of school dstricts 1n order to test alternatwe
approaches to governante and management

The concepts and deas incorporated tn the proposals above are radical

- a
from one perspectivé, modest from another They are probaly too rad:-

cal for state mandate and thus warrant special, almost hothouse condi-
tions, for their testing and tnal runs fThus | urge state legislation which




will permit jowdl s<hvot distnicts, within presunbed parameters, to set
asale exsiing guvema and management pruvisions in order to test
new approaches A tew btour lucal schoul distncts cannut survive much
iunger with esting guykrmance and management pattemns. *® Thereture,
stwould seen detensible tor state legslatures tu establish conditwns and
circumstances under which the test of new approaches can go forward
pussibly withun these troubled distncts at least Careful thought and
planning w.ll benecessary even in the formulation of legislation to allow
suh expenmentation o xcur But thuse wond.twns and ground rules can be
spelled uul to alluw expenimentation to proceed responsibly

Proposal Twelve
The processes of policy development and therr enunciation as well as the
processes of management be designed so as to include genune, sustained
student parent und other citizen involvements

These proPusals may appear, despitedisclaimers, to be elitist in Charac
terand wntent [imay be teared that thev would pruduce a Jdosed system
rather than anupen une, lv overestimate the alue uf knowledge and
suurmation. and to place v much confidence in board members ability
tu Jevelup puliy. and managers ability to manage under conditions of
treedomand nonintervention They are not

| believe, with others, that policy development processes and man-
agement prucesses must be upen and incorporate many perspectives
Famapanon s essehnal tur a broad spectrum of atizens and profession-
als in all phases ot pulicy development and management. Policy de-
vewprnent umples a develupmental pruwess Policy should not emerge
tull blown trom the mouth of Zeus. Pulicy ought to be the product of
lengthy study and wnestigation, ctizen and professional review, and
rennement betvre enuncation. The policy itself must reflect the finest
thinkung avarlable. enlightened by the best research available. Simularly
manageral activity must proceed with aiizen involvement especially tn
the ap prasal of nstitutional effectiveness

1S 15 an area where pulicy ubout poliy 15 needed whether or not the
ot ruposals for change are considered. Over the past dozen years or
su locdl sthool utficals have modified thewr practices regarding public
paricapdon and invulvement n local deasion making. But few distncts
have produced comprehensive, well considered, local distnict pohicies in
respect to participation and involvement

Asystem otatzen involvemnent at the building level with well defined

* mpsionsand purposes shuuld be linked conceptually and practwally to

the govemance and management sy stem at the distnict level.** The pre-
sent torms and structures turcitizen invulvement uften lead to frustratun
rather than satistactin, and valuable atizen energies are wasted as a
consequence, »

Concluding Discussion

There 4re implications to be Jdrawn from the proposals outlined
abuve. Sume aie latent Some are manifest Some are hidden Some
aren full view

[t s clear that one set of implications relates to policy development
itselt Frum my perspective, it 1s evident that poliwy development process is
anmpurtant wneeptand shuuld be addressed to broad sectors of educa
tinal pulicy needs. Itis alsu clear that policy development needs to be a
Jdisaplined and organized provess requinng extensive amounts of time,
cunducted in settings wonducive o woneentration and reflection, and in
cutpurating participation ot laymen and professionals Simularly there
needs to be ntensive thought given to the policy needs of school districts,
includ ing public and professional involvement'in their identification, to
the preparation of policy development agendas and calendars, to prowt-
sions for the traning of school offictals in their respective policy-making
roles and res ponsibilies in the policy development process, and to incorpo-
ration of policy techinologies and support capabxlmes toenhance the qual-
ityof policy products

Itis alsoclearihat the policy requirements of an msthtution once under
stood, defined, and alendared aremanageable and can be met In chao-
tic arcumstances often many decisions are made but few well-developed
polices are produced Actually only a few basic pohcies peed to be de-
veloped each year Thus what may appear to be an overwhelming prob-
lem 15 not so intmudatmg when it 1s broken out into policy sectoks and
ﬁmd tnto a rational agenda of review and development -The segmenting
“ensive work on policy permuts a staff to have reasonabje penods of

Aruitoxt provided by Eic:
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tume to perform policy develupment services lu buard members Mudh uf
the current trenzy which marks exewutive activity vis-a-vis schoul buard
need would be reduced. Information, which results irum within district

research as well as new knuwledge acquired trum other suuries can be
incurporated nto the pulicy development prucesses 'Y Nuw itisnot

Itis not the intent ot these pruposals to depuliticize educatiun [tis the
intent to make the policy process mure vpen and accessible to larger
numbers ut stakeholders, less vulnerable tu the machinations ot policy
elites, and more yielding to the best policy saence intelligence that man
has been able to devise Implementation ut the proposals would com-
partmentalize a bit more clearly the work of board members and execu-
tive staffs. But it would also lead to the integration of these two functions
in order to produce an improved quality otinstitutional performance In
terms of power, more power would exist in the situation The powerand
influence of neither the governors nor the managers would be reduced.
Both would be enhanced. Implementahon ut these pruposals would in
my judgment create a setting where the 1dealized c(reative experience
so wisely articulated by Mary Parker Follett in the mid 19205 cpuld be
realized, It would 1n fact be possible tor integrative behaviorto oucur,
reduang the owcasions for compromuse and stalemate

There are constitutional, statutory, and other legal problems associated
with the proposals. If tahen senously they may lead to rather general
reexammnation vt the constitutional and statutory proviswns for the gov-
ernance and management of luwal distnicts. Fur example, many current
school board respunsibilies may need to be managed in other ways.
Determuning salanes and wages ot school personnel, constructing (even
naming) school buildings, authonzing the 1ssuance ot bonds, setting
schoul tax elections ur reterenda ot other surts, the approval uf federal
appliatiuns tor tunding, and uther such deusions may be designated as
responsibilities of other governments.

The removal ot the collective bargaining tunction from local distncts
and placing 1t at the state level would, clear out underbrush and permut
boards ot education and top school officials tv fouus mure directly wpon
pedugugivai und iearning policy State level bargaining may lead to a
clearer, unutorm delineation ut the scope ut bargaining and to the
wlentificativn of educativnal prugram wosts as distinct irom thuse of
personnel.

The three basic responsxbxlmes of board members stated earlier would
set the tone and establish the parameters of board and executive activity.
Curnsequences would (low frum responsibie attention (0 those three
buard respunsibiliies. Much uf the wurrent tnvia which uccupies board
member time and energy would fall away i [avor of respunsible educa-
tional policy actipity and appraisal. The energies uf the admunustrative
staff, on the other hand, would be devoted to the effective administrahon
of polictesenunciated by the board. Asa consequence of longer contracts
for supenntendents the penod for judging the effectiveness of adminis-
trative leadershup and pertormance would be extended. Atthe same ime
school distnct planning would fall within Jonger time frames, and some
saruty could be restored to the admunistratiorr~of many school distncts
where chaos 15 now the rule.

The tinal set ot mplications surrounds the need to prepare both policy
makhers and executives in wayswnsistent with these new emphases Itis
proper to .auhion that the preuse forms and wntent of pulicy development
process traimng 1s yet tu be organuzed In fact, there 1s substantal skeph-
ci1sm about the current capaaity ut policy saentists to contnbute much of
value to policy development, Lindbloom and Cohen in commenting
upon policy analysis and sy stems analysis say that.

Waste, noise, and the excesses of policy analysis all reflect we
suggest. a kind of hyper-rationalism among pPSI (practitioners of
Protessional Social Inquiry) As a result of inattention to the lumte(&
contribution ot PSI to social problem solving so tar, pPSI often su
cumb to the beliet that, given enough PSI, all social problems can be
significantly amehiorated by it In actual hustoncal fact, the "solution’
to many soual problems is simply continued suffering. Or repres-
sion, Ora solution that itself creates new problems.

The present conduct 6t govemance and managenal actvity often ap-
pears rational, but thatis essentially a veneer Attendanceat board meet-
ings of a large aity recently was shocking, even though [ have been at-
tending board meetings in school districts (large and small) across the
nanon%or nearly 30 years. The agenda tor the session, a regularmeeting,

wason asingle sheetof paper with nodocumentation. There was no way
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tor people in the audience to tollow what was happening 6unng the
meetng no expliait reterences were made to the agenda Board members
wereobviously pustuning and preening tormedia and constituents in the
dudience The admimstrative statt was unorganuzed No reterences were
made to learming, all discussion was adubt-cen tered The relationship be-
tween the work ot the governors and managers in this district and leamn-
Ing activity in the classrooms ot that large city were not discermible
School board members and admunistrators ot that district (as well as
manv others) would have tobe traned in policy development Thus there
are imphications tor colleges universines consulting trms, state depart-
ments school board and protessional breanizanons, and other gov-
emmental ageng®s regarding the Pre- and inservice training ot execy-
tives and ot educﬂwn members in.policy development 35

sals are modest when we consider the seriousness of the
TOVEd pertormance I my judgmentthe time has passed for
casdal/iruntormed policv making)’s -

some {ocal and state boards edudation are MOVINg 1n some Ot the
directions that [ have Proposed The State Board ot Education in [Hnots
s reflecting in it practice Ome ot the weas [ have discussed. specitic-
aily the utihzation ot a policy development process, an annual three-day
retreat tor learning and planning, traning in policy development pro-
cesses and the development ot an extended policy agenda The Toledo
public schools are designing a ‘map and strategv’’ room to tacilitate pol.
iy development The Vulwaukee Board ot Education 15 considering
edey tbout rotcy and the new Chicago Board ot Education maYy con-
sider some ot the concepts herewn proposed The Calitornia State Senate
held heanngs recentlv on moving collective barganing to the state le vel
At The Ohuwo State University we will be convening (i conjunction with
the University Counal tor Educational Administration (UCEA) partner-
ship program) representatives ot a half-dozen school distncts to con-
sider the above proposals tor potential adoption or adaptation

These are modest beginmings  Much more tundamental, far-reaching
' retorms are required

Footnotes

! Discussion ot policy usually engenders a livelv debate covenng perennial ques-
tions Whatis policy * Whatisitnot® Where does policy come trom? Where does
it notcome trom? th:}%kes policy > Who does not make policy? Settling upon
4 detiniion ot the term palicy within the academic community is itselfa chal-
lenge ot some dimension Form, purposes [ use the detinition ot poliey tound
in A Dictienary of the Socal Suences Policy reters to a course ot action or In-
tended course ot action conceived as deliberately adopted, after a review ot
possible altematives and pursued orintended to be pursued

2 Yehezkel Dror Public Policymaking Reexamined (San Francisco Chandler Pub-
hishing Company 1968) pp 299-300

3 See Charles E Lindbloom The Inte¥gence of Democracy New York The Free
Press 1963 Lindbloom argues that decision makers andsor policy makers do
not attempt comprehensive survev and evaluation of decision and policv
arenas Rather thev proceed incrementallv and take as their starting pomnts not
the whole range ot decision and or policv alternatives buton lv the here and now
in which we ive and thev move on to consider how a Iternatives might be made
at the margins Lindbloom rejects essentially the theses of Lasswell and Dror
which upport comprehensive wholstic approaches to policv examination and
Jdevelopment

4 Manvof the chaitenges to school boards are described in Roald E Campbe|l et
al, The Orgamzatwn and Control of Amenan Schools Fourth Edition, Columbps
Qhio Charles E Mernl! Publishing Company, 1980, Chapter V111

5 HaroldD Lasswell 4 Pre-Liew of Poircy Sciences (New York. Amencan Elsevier
Publishing Companv, 1971)

6 HaroldD Lasswell, "Policy Sciences  Intematwnal Encyclopedia of the Socual Sci-
enees David L Sills ed (New York The Macmullan Company and The Free
Press 1968 Vol 12) p 188 Inconversations with Professor Lasswell in the six
vears pnos to his death in 1978, we talked about the recruitment and training ot
poltcy saienasts He otfered that preparation programs in educatipnal adnunis-
fraton would be another source ot policy scientists Persons chosen tromedu-
wational admingstration tor policy science careers would benetit from 1n temship
programs that would bring them into intumate co ntact with deasion andorpol-
1v processes Such expenence could occur atone or more levels ot government
or within anv ot several arenas of substantive interest e £ education, energy
internationai relations

Dror op ar p A .
8 ikd
Volkd pT ’ ’ -
10 'hd p 3 .

11 id p 257
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Ravmond E Callahan  ‘The Amencan Board ot Edudation 1789-1960 in
Undentanding Scrool Boards ed Peter | Cistone (Lexington Vags Lexington
Books 1973) pp 19-46

The most comprehensive review s ot metropolitan school yov ernance and pro-
posalstor change appear in the two-volume work edited by Mckehey Trov V
Mehelvey ed  Metropolian School Oryimization 1Berkeley  Calitornia
MeCutchan Pubhshing Corporation 1973

Severalot the proposals tor change in the Rovernance and management ot locaj
school districts were presented onginally to theLUtah Statt Seminar in Educa-
tion Sait Lake Citv October 4 1979 1 o paperentitled ‘The Governance ot
Schools at the Local Leyvel Rules ot Boards Administrators Teacher Organiza-
tions and the Public  Later the same Propasals were discussed at the annual
meeting ot the Pacitrc Regtonal School Boards Association, Tucson, Anizona
December 1979

Dror wp at p 301

id gp 71272

The need tor policy development policv and a trameworh tor policy de-
velopment processes are more tullv presentedin LuvernL Cunmingham  Sys.
tematic Approaches to the Governance and Managementot Lrban Educandn
Studtes m Educational Admunistration and Orgumization (Haita. Israel Center tor
Educational Adminsstraton 1978) The theory 1 drawn trom Yehezkel Dror
Publtc Policymaking Reexamured (San Francisco Chandler Publishing Co  1968)

F I Roethhsberger Management and Morale (Cambridge \Mass Harvard Lni-
versity Press, 1956), p 174 . -
Ravmond E Callahan Educatwn and the Cultof Ethniency (Chicago The Univer-
sItv ot Chicago Press 1962), pp 240-243 *
Manv large distncts have found it very difficult to matntain up-to-date policy
procedures rules and regulations documents The problem is complicated by
the growing numbers of rules and regulations accompanving state and federal
Programs  As a consequence adminustrators teachers board members, and
cinzens are poorly intormed about what policies are

Length ot contract has been discussed thoroughlv over the vears Liberman '
argued for five-vear contracts 10 vears ago in Mvron Liberman The Future of
Public Education (Chicago Universyty ot Chicago Press, 1960) p 282 Neverthe-,
lessUtah tor example, limits supenintendents contracts to two vears

This situation was particularly severe 1 San Franasco in the mid 1970s Inds-
vidual board members “demanded’ that the supernintendent s statf make
studies, prepare reports, or make Investigations ot matters ot particular interest
tothem On one occasion one board memberordered that the central staff make
a conthict of interest analvsis of the boards of.directors of all toundations that
provided grants to the San Franasco Unified SchoolDistnct Manv toundations
werenvolved one ot which had nearlv one hundred members on its board The
problem was made more severe when onlv two weeks were allowed tor the
completion of the refjuest -

Few cnitena for the evaluation of supenntendents contain explicitAstatements
regarding competence 1n leading a policy detelopment process Carol studied
theevaluation ot supenntendents irmMew Jersev in the earlv 197°0s There were
no examples ot policy development cntera being applied Lila N Carol
Etuluating Chiet School Officers 1n Local S hool Distnets (Trenton, New Jersey
New Jersev School Boards Assoqation, 1972

Harold D Lasswell. A Pre-View of Policy S.remces (New York Elsevier Pubhshing
Companv, Inc , 197))

Luvem L Cunningham, "Policv Sciences i the Field 1973-"8 ' Quarterly Re-
port (Columbus, Ohio The Mershon Center, 1979) Also see Luvern L *
Cunningham "Applving Lasswell's Concepts in Field Situations Duagnostic
and Prescriptive Values - Paper presented at The Internationaf Society of Polit-
1cal Psvchology, Third Annual Saentitic Meenng. June o, 1980, Boston. Mass
For a synopsis of concepts involved in the decision seminar see Phlip M
Burgessand Larrv L Slonaker The Decision Semmar (Columbus The Ohio State
University Press. 1978) ,?

There are some things that can be done to improve the pertormance ot public
officals See GlennD Pawge, The Scuntific Study of Leadership

lohn W Gardner in his recent book Murale sets the context and requirements
for modern leadership insightfully stating that The task ot leaders in our kind
Ot soqetv 15 to help us understand the problems that all must face to aid in
setting of goals and pnonties, and to work with others i inding paths to those
goals * John W Gardner, Morale (New York W w Norton and Companv,
Inc , 1978), Chapter i6

[t 15 interesting that a volume wntten 1n 1966 directed to the problems ot 1980
contained a chapter where the author emphasized the need tor the public to
educate itself about its problems and to use ‘soclal inventions particularly 35
defined by Harold D Lasswell to meet that need Roger L Shinn, ‘Human
Respongibilits 1n an Emerging Socety i Prowpectize Changes m Soctety iy 1980
Edgarl Morphetand Charles O Rvan eds {Denver Designing Educatton tor
the Future 1362 Lincoln Street, 19¢6), Chapter 15

The Cleveland Ohiwo Public School System Is acase 1n pownt It remains on the
verge ot tiscal and educational bankruptcv with [ittte hope of improvement
shortot complete retorm within 1ts governance and management

Luvem L Cuniningham. et al Improvng Educaition o Florda 4 Reassessment
‘(Tailahassee, Flonda Select Joint Commuttee on Public Schools ot the Florida
Legaslaion 197R), Chapter3

Robert E Hernott and Neal Gross eds,, The Dunamics ot Planned Educationa]
Change (Berkelev, Californ McCutchan Publishing Corporation 1978) pp
255-56
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Such contexts tor policy development permit the achievententot ‘double loop
learning nest noted by Erc Ashby  For turther discussion ot “double loop
learming reter to Chns Argyns and Donald A Schon Theory mn Practice Inereas-
iy Protessiomad Efectiteness (San Francisco Jossey Bass, Inc Publishers, 1978
Charles E Lindbloom and David kK Cohen Usable Anpeledve (New Havenand
London Yale University Press, 1979) p 91 , R
It 15 weil to remember that there are psychic as well/as dollar costs involved in
retraming  Harold D Lasswell. “The Changing Nature ot Human Nature
Amerncan Joursal of Psycho dnalysis, XXVI No 2, 1967

Alvin Totfler s book Future Shouk (New York Random House 1970) was pub-
tished nearty ten vears ago It s well worth reading again, as his most recent
volume The Third Wave (New York Witham Morrpw and Companv, inc , 1980}

\

ERIC

Aruitoxt provided by Eic:

Dr Cunningham/is Novice G Fawcett Protessor ot
Educational Adnunistration at The Ohio State Lni-
versity In _addl?x‘on to his acadenuc rank, he holds
many positiony related to the detelopment and im-
provement ot gducation and pryctice Betore redirn-
ing to the tacyity at The Ohio State trom the deanship
at that uniwyersity, Dr Cunfingham served as a
teacher, prinapal, and superintendent as well as
assistant director ot the Midwest Administration
Center afld protessor at the Universitv of Chicago
ingham has pubhshed extensivelv in the
area of/school adminstration and has research in-
teresty In such areas as citzen participation in edu-

cattonal problem solving, policy Jnalysis, educational change, community power
structure and institutional appr/v’l.:al
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POLICY DEVELOPMENT WORKSHEET 1

Try to answer each of the fdllowing questions with five reasons:

Why did the people elect me?

2

Why did I stand for election?

2. ks \ \




N

WHO ARE YQU AS AN INDIVIDUAL?

Background and Approach to Work and Life (l1.1)

—~

There is an ever increasing amount of evidence that school board members are
in many instances elected because the people see them as role models or
persons who will guard and promote the values of the community. What do you

think is important? Answer these questions alone first, then follow numbers 4
and 5.

-

v

1. List the three most important influences of your background that hgkped
you become who are. . N /

C
a.\ ~ »

A}

2. List three of the most important values about yoys work, in the home or on
the job. - )

¢

a. .

J ., -

3. List three of the most important values for your life and/or your family.

3

ae.

r-3
.

.Introduce yourself to the other members of your group and share with one
another your ideas about one, two and three above.

5. For each of the items above create a list of the values your group holds
in common. You should have three lists. Also choose a separate person to
report on each of t-:lhe lists.

l
‘
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' WHO ARE YOU AS AN INDIVIDUAL? ' / ..

.

Can You,Describe Your Community? (1.2)

) ' f

[}

1«

Ingstructions . ' .

.

4

o Fﬁ.rst, think of your own community and see how many ﬁ the questions below
you can answer with solid facts.

”
o Second, share spme of the -differences between the communities among your
' ,small group. . ‘ .

o o Third, select either sex eduéatj.on, moral educationr or evolution as a
N policy issue and, as a team, complete 1.21, 1.22, 1.23-and 1.24.

o . The team should be prepared to report to thé large group.

, 0 EBach team has 30 minutes to complete this exercise. ) ' .
) !

” ?

P d - , ¥ 'Y -
i
1. How fast is your community changing? " . N
La.P Is it gaining population? )
b. .Is it losing population? ’ / ~
Ty . . ] e ‘ -
. c. Are the population groups changing by: ‘
LEL ) Beer ' | o \
. UE ’ A .. K . -
. ! ﬁ : 5 \ e -~
(2) Rdce? - T 7oL
A ~ coo .
) " (3) §ecioeco i%:? o ) . ) ¢
’, . n ‘ . ! . P
. R - »r
. ' (4) -Religious groups? . ) -
i ‘ . . e e . .

2. 1Is your community's financial base changing?

L . )
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N\
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Instructions

List the religious groups, service clubs, fraternal organizations, unions, and ethnic yroups that are

present in your community.

name'one leader for each group.

P

Describe Your Community .
L

Who are the Influence Groups? (1%.21)

Next, name a school pol'lcy issue in which they may have an interest. Also
In the fourth column place the name of the person in your.school .

organization that best communfEates with that group.

Group's Name

a !

Leader 's Name Per son wf:o Comnunicates

Possible Policy Issue

i
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4 Describe Your Community

Who are the Influential Persons? ;(1.22)
Y
Ingtructions

List the names of the “ten" most influential (behind the Lcenes) individuals in your community
{extetnal) . In the second column next to each name liskt a current bolicy issue in which that
person may be interested. If you can't think of a palicy issue in which that person is
interested, place a zero in the column. In the third column place the name(s) of the
person(s) in your organization that communicates with that person. what is the role of
influentia} person(s) who do not have apparent policy concerns?

< ¢

R TR . ) ¢
: [
- il EXTERNAL .
Name 'F__ Policy Issue ’ : Person who Communicates
N /'. 4 ‘ ) ' a2
1. ! P ‘ i . ; -
, 1 * :
2. '
\ . )
3. |
" A Y
‘0’ '
5. ~
AY rd ¢ (,
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Describe Your Community

Who are the Influential Persons {n Your Organization? (1.23)

-

-

Instructions .

' & . . ,
List the names of the "ten® most influential (behind the scenes) individuals in your community
{internal). In the second column next to each name list a curjent policy issue in which that
person may be interested. If you can't think of a policy issue in which that person is [
interested, place a zero in the column. In the third column place the name(s) of the
person(s) in your organization that communicates with that person. What is the role of

influential person(s) who do not have apparent policy concerns?
) >

-

. s - INTERNAL * .
Name Policy Issue .izkpetson who Communicates
¢ d .

- . ~

1




Policy Issue

What Groupé or Persons Might Unite Over a Given Policy Issue? (1.24)

Describe Your Commuﬁity

Groups and Persons
That Might Unite
Against the Policy

Groups and Persons
.That Might Unite in

Favor of the Policy.

-

P

‘

Groups and Persons Who
(Have No Apparent Concern

. A




Instructions

Each group is to select one of the Future Briefs (1.3) as its.view of society
in the future. Each group will be expected.to give a report to the large
group on the values, goals, objectives and policies it identified.

The segond step is to identify values. What aspects of education will the
community--and by implication, the nation--value, and how? Part of this
exercise should find participants dealing with more abstract values, e.g.,
attitudes toward self, families, neighbors and peers, work and leisure,
institutions, and the environment. The point is to clarify values that the
community (and the board members)ebelieves should be instilled in students for
whatever brief they select.

The group next needs to identif& to what extent and how its school system now
mirrors—-or fails to mirror-——these values. Board members would consider
future prospects--problems and gpportunities——for their school system in the

* context of these briefs.

_The group members then need to prepare a partlal set of goals for their schoql
, system. These goals should, of course, be consistent with the values
1dent1f1ed above, should be constructed to fill gaps between the school system
"as it presently operates and gercelves values, and should take into account
factors likely to influence the sc¢hools! env1ronment in the near future.

Next, participants need to 1dent1fy what thlngs the scéool board can mﬁiuence1

e""-vx,,‘v,,.g
and how, and what things it dannot affect. For example, a board has litkle >
control over local mlgratlon patterns or over federal policies in education.
The part1c1pants then need to det three ohjectlves and make spec1f1c policy
for each objective. s
4
; N : b ;" f ) 1‘ - f.m ,;“ . ;ua-%m»w*a
! ¢ ,: b N t )
* ]

.
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> WHO ARE YOU AS AN INDIVIDUAL?

. Policy Simulation (1t3)

Transition to a Slow-Growth Pattern: Future Brief I

This line of growth assumes a sweeping change in some of the most fundamental' 5
values and beliefs of Americans. The shift will be brought about in part

through a state of "growth culture" unrest which leads through a period of
stringent’ social discipline toward an evolving order in which self discipline

and reverence toward ecological and cultural order combine with a rejection of
the previous consumption-based ethic. Many freedoms currently prized are

limited in the interest of stable transition, but the restraints start to be *
released during the last decade of the century. This is a relatively
prosperous future, moving toward a minimum consumption, satisfactory,
low—-growth pattern by 2000 A.D.

¢

~

Transition to a Moderate-Growth Society,
Liberal Democracy: Future Brief II

This is a line in which the values of liberal democracy are -tried and found to
be sufficient without the sweeping changes in Future Brief I. Rates of
technological innovation slowed gradually under the pressures of resource
exhaustion and pollution control. However, technological unefployment
threatens to be a serious problem since automation will be developed and the
» value shift will be away from the work ethic. The trend will be away from
conspicuous btonsumption, but material evidence of success still willibe .
valued.  Theg year 2000 will seem to offer a stabilized American society with a
. Slow-growing, satisfactory, active technological econcmy.
N K ‘a‘o - .
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FUTURE
BRIEF
SELECTED

POLICY SIMULATION (1.4)

WORKSHEET

‘

Goals and values
1985-2000

What 1is school doing
now about the goals
and .values for 19867

Kd

New goals to move
towards. in 1985

What the school
board can or can't
influence

&

Obfectives & policy

\
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: KEY QUESTIONS ON POLICY

b ) - ~
WHY DO WE NEED POLICY? N
!
0 "Good boardsmanship holds true to the principle that the board must be in
charge and must always get what it wants." Written policy increases the
likelihood of the board getting what it wants, :

i

WHAT IS A POLICY? - s

© A written policy statement is an expression of the board's view of what it
‘wants to happen. .

0 A policy statement is thejmeans through wMich the board directs the
' resources of the school district to meet its predetermined goals.

o A policy tells what is wanted and may also 1n¢1ude why it is wanted and
- how much is wanted. :
‘oni,bolicy gives direction and clears the way for the administrators to take

action. "Those who make policy are in control.”

WHERE DO POLICIES COME FROM?

»

© Policies come from the community as represented by the board“of education.
) . b
0 Most often school board members are elected because they are

representative "of the majority's view of the Values, belxefs and style of
the community..

. . e W E ORI

A

] d B

o Policy at its best emergeg when the school board plans ahead or

anticipates problems that are likely to be a. communlty concern. -
s . , \ - . £
€ s -
L]
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™
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" WHAT ARE THE FOUR PURPOSES OF WRITTEN POLICY?

’

© The first is to conserve school board time and effort by freeing it from
routine action.

© The second purpose of written policy is to provide for consistency.

© The third function of written policy is to give the board's

representative, the superintendent, guidance and direction during its
absence.

o) The fourth is to,serve as a legal record.

3 " HOW CAN WE MARE BETTER POLICY?
o / .
o If we define better policy to mean that it lasts longer, that it better
uses the district's resources to meet the needs of the future and that

it's more representative of a broader base of the community's values, then
- better policy is the result of a decisiop~making process. *

o The raw material of the decision-making process is information.

‘ I a
- © The more people included in information‘gathering the more likely the

< « °  policy will be more meaningful to a larger group of people which means it |
’ . Will probably last longer and be easier to implement. . |

\ ‘
‘ WHAT IS THE LEGAL AUTHORITY FOR PORLICY?
. 3y ‘
o The responsibility for the quality operation of the school district rests
largely on the 'school board. -
o The powers and functions of a school board may vary from state to state or
vary within a state, depending on the size of the school district.
However, to the school board alone is delegated the responsibility either
through implied powers or state law to provide for public education.

© Board members gerve as both state officials and representatives of their te
local communities.

¢ School boards alone are given the responsibility for making the will of
the people felt as it is expressed in state laws and local priorities.

—.




HOW IS POLICY REL"I'ED TO RULES AND REGULATJIONS?

~
A

o Genera&ly speaking, a "rule of thumb" suggests that the school board
establishes policy and the superintendent develops the rules and ) ] .
) * regqulations that put the policy into effect. The procedure varies from
’ community to community, depending upon.the importance of the policy and

its supportive .rules and réqulations. In the case of economic, social or

" political isqges which are sensitive, the school board may want to review
and approve the rules and regulations. Under the same circumstances the
superintendent may want the school board to approve the rules and
regulations. ‘It should be noted that if the board approves rules and
regulations it narrows the operational authority of the superintendent.
Sometimes this is desirable and at other times it is undesirable.

. /

WHO IMPLEMENTS POLICY? \ . /'

o The board employs a superintendent ;S/péi its éolicy into effect.
Generally speaking, the school board-Sets policy and the superintendent

develops the rules and/regulations that will put the policy into ef€ect.
.. / .

\ +
~\ ) /
‘WHO EVALUATES THE EFFECTIVENESS OF OUR POLICY?/

/

~

6 The school board shoyld develop a policy that calls for regular and
systematic review of all the board's polxcxes The buperintendent should
provide the procedures that require a ¥Early review and evaluation of all
the board's policies. N ‘ *

-

-

x
2 7

WHAT POWER DO POLICIES HAVE?

&~

H o A

o Policies in %ffect have the power of law. Pokicies are the ultimate.
authority of .the school district. Everything that takes place in a school
district should be derived from the authority of a policy. Of course, all

the policies|of a school district should be congruent with state law.
’ .

WHEN IS A POLICY|NEEDED? .

~

o, A policy is heeded whenever the school board wants to give direction to
the superintendent. Policies are also needed in order to provide

, directions for routine action, e.g., Juest speakers, use of buildings,

etc, Bs&gﬁmish ng polici es o, deal with routipe actxo§~w;ll allow the

board to' spend more of their precious time in other\more important areas, "™
such as curriculum.

‘
/ ' . )
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. - WHERE SHOULD THE POLICIES BE' LOCATED?

-WHO APPROVES POLICY?

o Only the school bogrd\actiné as a legislaﬁive bddy can approve policy.

WHO SHOULD WRITE POLICY?- g o o

- - -

o Often the school board w111 assign the task of writlng policy to the

. superintendent or one of his/her admlnlstrative team./ However, an
increasing number of school boards are wrltlng their own policy. No
matter who yrltes the policy, the school board is responsible for it.

¢

. )

g ) . ! 1 . > R

o All of the school district's policies should be located in one central

’ file-—often a notebook. The policies should be filed according to a
central f£iling scheme.~~The most popular £iling scheme appears to be ohe

. developed by the Natlonai School Boards Associatlon.
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POLICY DEVELOPMENT WORKSHOP - .
1 PO oo e v e R T LT ST S

o . _ Workshop Critique

. &> s . . .
In order to improve the workshop, we would appreciate your time in answering
the following questions. Feel free to make comments regarding any item.

. . .
. v t
.
. .

4 .
1. Did‘th'is workshop cover what it was advertised to cover?

A}

L]

Q No - ; .Somewhat o Yes
i . 2 3. 4 ' 5
-

If not, what was missing that you expected to cqver?

- 4 ‘ ‘k . _

2. Do you feel” that the content of this workshOp w1ll be of help to you as a

school board member? - .
; _ . 2 .
o No ) _ ‘ Somewhat . Yes |
1 - .2 3 . 4 / 5
~. . I
) v ‘ ,\ - ’
3. Is there 6ne. (or. more.) specxflc action(s) you can talée back to your
district éoncerning poln:y deve10pment? a , ‘ \-
Y ‘Definitely .. < Lo ;o | " ' Dpefinitely
v ) Not , . ' Somewhat o oo 08 " Yes
g 1 3 4 5
-£dn you name one? L . :
- 7
L] > ~ ) . .
% A~ * - ‘ - -
. - , . . e " =
4. Was adequate time al lqwed for questlons and dxscussmn during the
v ' ' presentation? j ‘
B ,. Y . . . , .
o~ QoL : Somewhat , Yes
21 2 "3 Y4 5 '
% . 7 ' 4 -
s ‘ Y ) ,
5. Please state one thing you lea'rnéa or gained fron‘lme ‘session:
e Py . Vo, ) o ' !
hd t .,_’ y
-‘ /
] R PN t 4
\ fl " ¢ < -
4 N




\

AP M""‘“appreciated ¢

§ ~ -
N

S e
6. "What gquestions remain unanswered for you 'regarding policy development?.

’

P - » - _— - - — e = .w -
¢ N }l b
7. Relative to workshops you havyl(tended, how do you rate this workshop? '
'sery?oor . v- ’ Very Good
© 1 2 ! 3 ' 4 5
7 : K4
8., How would you rate the overall perfprmanceﬂof the leader--knowledge and
., Ppresentation? ‘ 3
- J‘ :
'Very Poor \\‘ ‘ Very Good
1 ’ 2 3 4 B
9. Are you: ’

) A §chool board member
A sxﬁerintendent

Othef': please state

10. What %an the leader do to impreve the session?

.

—~— -

N

11. Any additi_or;.al commwts‘ for

rs . : - i r
s

A et e,
N ) -

improving this aid future workshops will be

.
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~ PUBLIC'S EXPECTATIONS
" PROMOTE PUBLIC: INTEREST,
"~ UPHOLD CONMUNITY VALUES:

. . LISTEN TO GRIEVANCES .~ -
~ SUPERVISE PROFESSIONALS
. CONSERVATORS OF RESOURCES
'PROMOTE RIGHTS AND INTERESTS
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FOUR FUNCTIONS OF SCHOOL BOARDS
" Providing for

» A PROGRAM OF QUALITY INSTRUCTION

-
‘e %AN,,AGEMENT AND DIRECTIGN OF THE SCHOOL SYSQEM | |

‘

o GUIDANCE OF THE SCHOOL SYSTEM THROUGH POLICIES -

» COMMUNICATION BETWEEN COMMUNITY AND'STAFF
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"WHO AREYOU AS AN INDIVIDUAL? .

Your Values .

o " Goaf‘s for Educa/tmn e
- .Backgro und |

~ Apmoac 0. Life and Work o

o CAN YOU DESCRIBE T E COMMUNITY
oo~ YOU REPRESENT7 |

X VAN

WHAT STATE AND FEDERAL lNFLUENCES
L DO YOU FACE'LOCALLY?

-

WHAT IS THE STATUS OF YOUR
DISTRICT?

e
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'ALL EEFECTIVE POLICIES:

1. .Began with a problem or need _
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2 Were/{nten or desngned SO
| peOpIe know what to do.
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“Written policy is needed to
e /

1.. Insure Continuit_y //'
2. Clarity exxpléctatlybns
3. ‘Direct the su‘pe/("intend‘ent

4. Inform Public | .

- |

.- Secure the board's position«

/
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| /, . POLICY CYCLE
) _IDENTIFY A NEED
; f DIRECT A POLICY ANALYSIS

REQUIRE POLICY OPTIONS

) . .Costs in«DoHar’s
Staft o |
~ Rules; f%egulatlons and Gu:delmes i

REVIEW PQLICY DRAFT
TAKE VAC}?ON |
o Rewrite" B K g
Rejgct
Adopt '/ L
IMPLEMENT AND MONITOR .
REVIEW AND EVALUATE

REVISE OR REMOVE AS NEEDED

—
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Aruitoxt provided by Eic:
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- GOALsY

Long term results

OBJECTIVES

Short term results

-3




O

ERIC

Aruitoxt provided by Eic:
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Management

Cusriculum &
instruction

Comnmunicatiof
Policy .
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'W%'Hou'r poLicy
YOU'RE EXPOSED




